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This study was conducted to assess the effects of training on burnout and job
satisfaction by conducting pre- and post-tests of participants in various training programs
provided by the Institute for Public Administration (IP A). This study used a Maslach
Burnout Inventory (MBI) modified survey. The results suggested that the burnout levels
among trainees after the professional in-service training program were not significantly
different from the burnout level before the professional in-service training. At the
organizational level, the findings supported a relationship behveen burnout and
promotion, departmental and organizational tenure, age, and changing jobs and
organizations. This study provided some valuable recommendations to both training and
governmental organizations. Some of these recommendations are: establishing preventive
burnout training programs, adopting a process for rotating employees and new methods

v

of promotion besides training and tenure as well as exploring matching between the
satisfactions results to prevent burnout. Considering these recommendations will change
the current findings of burnout related to other variables in this study. Overall, these
recommendations will decrease the impact of burnout in relation to training,
organizational characteristics.
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The Impact of In-service Training on burnout at the Institute of Public Administration
Increased levels of burnout within institutions are a widespread phenomenon. US
industry loses approximately 550 million working days per year due to absenteeism, of
which 540/0 is estimated to be in SaIne way stress-related (Elkin & Rosch, 1990).
Schaufeli and Enzmann (1998) found that nearly 16,000 workers in all 15 European
Union member states experienced burnout. The research, sponsored by the European
Commission, revealed that 29% considered that their work activity negatively affected
their health. Work-related health problems mentioned most in this survey were back pain
(30%), stress (28%), and overall fatigue (20%). Similarly, Sutherland and Cooper (1990)
reported that the number of workdays lost in the United Kingdom from stress-related
causes increased significantly between 1982 and 1985.

Schaufeli and Enzmann

emphasized that, according to an international labor office (1993) survey, 75% of
American workers described their jobs as stressful and reported that the pressure they
face was steadily increasing. In sum, prevalence rates of occupational burnout are not
only high but are also on the rise.
Although most research on burnout has been conducted in Western cultures, the
phenomenon is presumably prevalent and increasing across developing societies as well.
Within such modernizing societies, many roles performed in the West by private
corporate interests are fulfilled by government institutions. Many governmental
organizations in Saudi Arabia may therefore suffer burnout problems which may impact
negatively on organizations and individuals' lives and work performance. Golembiewski,
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Munzenrider and Stevenson (1986) stated that the importance of studying burnout stems
from its significant effects in reducing productivity, as well as the deterioration burnout
causes for individuals' quality of work and life. If burnout progresses to become an
epidemic without prevention, assessment, and intervention techniques, it could result in a
serious threat to Saudi governmental organizations. A pre and post burnout assessment
for government trainees at the Saudi Institute of Public Administration (IP A) could
benefit both the governmental organizations and their trainees. Studying burnout as a
phenomenon can help organizations to address some contributing organizational culture
issues and administrative policies: values, motivation systems, politics, and formal or
infonnal power structures.
Farber (1983) emphasized the importance of being aware of some organizational
issues that can lead to burnout. He asserted that the organization can create stress on their
employees,

which

ultimately becomes personal burnout.

Like any employer,

governmental agencies should support and be interested in studying burnout because the
results will help them to ensure the quality and effectiveness of their policies and
workforce. The organizational work, policies and structures can increase personal
burnout. Farber (1983) emphasized that the results of any burnout study should ideally
improve work efficiency, productivity, decrease absenteeism, heighten the spirit of
cooperation, and improve workers' morale.

For example, from an organizational

perspective, a burnout study will be helpful to the IP A to keep, change, and modify
training policies at the IP A that may contribute to burnout. The study will provide a
scientific tool that the IPA and governmental organizations can deploy to assess levels of
burnout, and, if necessary, craft strategies that may result in the prevention, coping, and
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rehabilitation

from

burnout.

From

a

personal

perspective,

the

results

and

recommendations of the research can help both trainees and trainers to be aware of
burnout and avoid it, ultimately learning how to cope with and rehabilitate from it.
Research Site
The main purpose of the IPA is to provide training programs to all governmental
employees. The IP A is comprised of three branches for men and one for women in three
major cities in Saudi: Riyadh, Jeddah, and Dammam. This proposed study of burnout was
conducted at the IP A in Riyadh (see appendix H). Riyadh is the capital city and
organizational center of all Saudi services and agencies. In addition to basic training of
employees, the IP A offers consultations on administrative problems presented to it by
government ministries and other public organizations. In addition, it conducts research
projects related to administration. The training programs cover different organizations in
the government (healthcare, public administration, human resources and others). The IP A
ensures trainee satisfaction about the service area through providing some benefits to the
trainee. The trainee, who may live far away from the IPA branches, is accommodated by
the IPA during the training program. Also, any trainee attending any training program has
days off from their organization in order to be a full-time trainee. The IPA is the single
most important accrediting organization recognized by the government. Any employee
who works for the government must earn a certain number of credits from the IP A
curriculum in order to be proITloted.
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Professional In-Service Training
Training is directed toward employees of governmental organizations to meet their
training needs, raise their productivity and supply them with the knowledge, skills and
positive attitudes necessary for improving administrative work and participating in
administrative reform. At the end of each training course, trainees are evaluated in
different ways. These methods differ from one progran1 to another. Also, the evaluation
methods differ from one faculty trainer to another. Evaluation methods employed include
exams, workshop assignments, research, practical assessments, and others. The training
programs vary from long- (weeks) to short-term (days).
Research Problem
The literature review illustrates the need to study professional in-service training and
burnout through reviewing some theoretical and practical experiences. Many studies
addressed training-related burnout as preventive (e.g. train the employees how to avoid
burnout), or treatment/intervention (e.g. train the employees how to cope with burnout).
Little emphasis has been placed on studying the effects of the in-service-training
programs themselves, either in avoiding or causing burnout (e.g. improve the knowledge
and skills (competence) of any professional career). A review of the literature indicates
that professional in-service training related to burnout provides an opportunity for
research because studies do not emphasize the potential relationship. The main purpose
of this research is to assess trainee burnout pre and post training at the Institute of Public
Administration (IPA). The assessment will guide the IP A specifically and other
governmental organizations implicitly to know if professional in-service training-its
philosophy, structure, organization, and elements-decrease or increase levels of
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burnout. The second chapter of the research is a summary of the literature review that
related to burnout and in-service training.
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Literature Review

A literature review was conducted on training and burnout. Although little research
has examined professional in-service-training as it relates to burnout, burnout itself has
been thoroughly studied. Much of that study can be easily divided along the following
dimensions of burnout: definitions, causes, symptoms, assessment tools, and costs.
Analysis of the literature, however, is made more complex due to ambiguous and
sometimes interchangeable use of the terms stress, depression and burnout. For example,
some view stress and burnout as synonymous terms while others consider burnout to be a
late stage of stress in the job field. Such differences between burnout and stress are
addressed in this literature review.
Discovery ofBurnout

The phenomenon of burnout was first described in the fields of human services,
mental health and psychology. Donnan and Shapiro (2004) stated the phenomenon of
burnout was first noticed in human services, the fields of child welfare and mental health.
Skovholt (2001) described the first article titled "staff burnout" in a psychology field.
Burnout was described as a loss of will among the practitioners who worked with their
addicted clients. Schaufeli and Enzmann (1998) confirmed that burnout was first
mentioned as a psychological phenomenon. Use of the term occurred in a discussion of
helping professions by Bradley (1969), who proposed a new organizational structure in
order to counteract "staff burnout" among probation officers.
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Definition ofBurnout
Based on literature since these early examples of the term, there is little agreement
on a single definition of burnout. Schaufeli and Enzmann (1998) found it impossible to
come up with a general definition of burnout, in large part because many current
definitions of burnout are contradictory. Some researchers defined burnout as a
phenon1enon exclusive to hun1an services fields; other less restrictive definitions consider
burnout to be a phenomenon across many different occupations. Welch, Medeiros and
Tate (1983) argued that the current definitions of bumout were too narrow and restricted.
Definitions, they observed, seemed only to touch on one or two aspects of human
functioning. They suggested defining burnout as a complex process, which affects at least
five major areas of human functioning: physical, intellectual, emotional, social, and
spiritual.
Even though the definitions of burnout are dissimilar, Paine (1980) reviewed
various definitions of burnout and identified similarities across the literature. There is
much agreement that burnout occurs at an individual level and is mostly a negative
experience for individuals, with the single caveat that burnout can be a good motivator
for a person to change situations. Burnout can help the individual to consider changing
their social and career vision and goals. Paine (1980) also stated there is much agreement
that burnout is an internal psychological experience involving feelings, attitudes, motives,
and expectations. The definitions are categorized in my findings as linguistic, generic,
academic, dimensional, state, process, and operational.
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Schaufeli and Enzmann (1998) defmed burnout from the English language
perspective as the verb "to burn out" as to fail, wear out, or become exhausted by making
excessive demands on energy, strength, or resources.
Burnout has been described generically as the status of losing, the last stage of
stress, and a work related phenomenon. Dorman and Shapiro (2004) described burnout as
"compassion fatigue." Lewis (2002) described burnout generally as physical andlor
emotional exhaustion, especially as a result of long-tenn stress or dissipation. Cedoline
(1982) defined burnout as a human malfunction resulting frOITI various fonns of
occupational stress. Minirth, Hawkins, Meier, and Flournoy (1986) stated that most
generic definitions of burnout describe it as loss of enthusiasm, energy, idealism,
perspective, and purpose. They described burnout as mental, physical, and spiritual
exhaustion brought on by continued stress. Edelwich and Brodsky (1980) defined generic
burnout as "a progressive loss of idealism energy, and purpose experienced by people in
the helping professions as a result of the condition of work" (p.15).
Each researcher defines burnout from his/her academic science background (e.g.
sociology, psychology, medical, or administrative). As Gold and Roth (1993) pointed out,
the definitions of burnout were related to the field of research or focus and the
researchers: social-psychological perspective, a clinical approach, a public professional
focus, or are based on social and economic conditions that influence workers lives and
their perceptions of their work. The following are some example of these definitions.
According to Gold and Roth (1993), Freudenberger defined burnout from a clinical
approach as a "syndrome that included symptoms of exhaustion, a pattern of neglecting
one's own needs, being committed and dedicated to a cause, working too long and too
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intensely, feeling pressure, and from giving too much to needy clients" (p.31). Skovholt
(2001) defined burnout as "the index of the dislocation between what they have to do. It
represents an erosion in values, dignity, spirits, and will an erosion of the human soul"
(p.l 07 -108). Chemiss (1980) defined burnout from a professional perspective as "a
process in which the professional's attitudes and behavior change in negative ways in
response to job strain" (p. 5).
Burnout has also been defined by Maslach, Jackson and Leiter (1996) according
to

three

dimensions:

emotional

exhaustion,

depersonalization,

and

personal

accomplishment. To these researchers, "burnout is a syndrome of emotional exhaustion,
depersonalization, and reduced personal accomplishment that can occur among
individuals who work with people in some capacity" (p. 4). Pines and Aronson (1988)
defined burnout as a state of physical, emotional, and mental exhaustion caused by long
tenn involvement in situations that are emotionally demanding" (p. 9).
Schaufeli and Enzmann (1998) stated that burnout definitions could be classified
as state definitions: burnout as a multidimensional syndrome, burnout as exhaustion, or
burnout as a dyshoric, related state in normals. The state definitions of burnout are
different in scope, precision, and dimensionality of syndrome. All stated definitions are in
general considered to be work related. Schaufeli and Enzmann (1998) defined burnout
from the academic perspective as a state definition "a syndrome of emotional exhaustion,
depersonalization, and reduced personal accomplishment that can occur among
individuals who do people work of some kind" (Maslach & Jackson, 1986, p.l).
The process of burnout can be classified into stages, input and output,
transactional process, and process-causes. Most process definitions of burnout maintain
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that burnout starts with tensions that result from a discrepancy between an individual's
expectations, intentions, strivings, and ideals and the demands or harsh reality of life.
Then, Schaufeli and Enzmann (1998) categorized burnout as a three-stage process:
imbalance between demands and resources (stress), immediate (strain), changes in
attitude and behavior (defensive coping), as increasing disillusionment, as psychological
erosion. Farber (1991) defined burnout as processes of input and output, "a work-related
syndrome that stems from an individual's perception of a significant discrepancy between
effort (input) and reward (output), this perception being influenced by individual,
organizational, and social factors. It occurs most often in those who work face to face
with troubled or needy clients and is typically marked by withdrawal from and cynicism
toward clients, emotional and physical exhaustion, and various psychological symptoms,
such as irritability, anxiety, sadness, and lower self-esteem" (p. 24). Paradis (1987)
described burnout as a transactional process consisting of job stress, worker strain, and
defensive coping. He defined stress as a result of misbalancing between an individual's
psychological resources and the demands of the job. Also, Paradis defined the strains as
the immediate, short-term response to this stress characterized by

an~iety,

tension,

fatigue, and exhaustion.
Schaufeli and Enzmann (1998) defined burnout operationally as a "persistent,
negative, work-related state of mind in nonnal individuals that is primarily characterized
by exhaustion, which is accompanied by distress, a sense of reduced effectiveness,
decreased motivation, and development of dysfunctional attitudes and behaviors at work.
This psychological condition develops gradually but may remain unnoticed for a long
time by the individual involved. It results from a misfit between intentions and reality in
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the job. Often, burnout is self-perpetuating because of inadequate coping strategies that
are associated with the syndrome" (p. 36). Schaufeli, Maslach and Marek (1993) defined
burnout operationally as a "psychological syndrome of emotional exhaustion,
depersonalization, and reduced personal accomplishment that can occur among
individuals who work with other people in some capacity" (p. 20). Emotional exhaustion
refers to feelings of being emotionally overextended and depleted of one's emotional
resources. Depersonalization refers to a negative detached response to other people.
Reduced personal accomplishment refers to a decline in one's feeling of competence and
successful achievement in one's work.
Schaufeli, Maslach and Marek (1993) provided three main definitions for burnout
according to process-causes: according to Freudenberger and Richelson (1980), "a state
of fatigue or frustration brought about by devotion to a cause, way of life, or relationship
that failed to produce the expected reward" (p. 13). According to Maslach (1982a),
"burnout is a syndrome of emotional exhaustion, depersonalization, and reduced personal
accomplishment that can occur among individuals who do people work of some kind"
(p.3). The process is caused by doing "people work," according to Pines and Aronson
(1988); moreover, "burnout is a state of physical, emotional and mental exhaustion
caused by long term involvement in situations that are emotionally demanding" (p. 9).
The process is caused by long-term involvement in emotionally demanding situations.

Causes for Burnout
In general the causes of burnout identified by Pines and Aronson (1988) as
important factors in promoting burnout are: 1- psychological (cognitive & emotional), 2physical (e.g. structure, space, and noise), 3-social (e.g. service recipients and co-workers
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support), 4-supervisors 5- administrators (e.g. rewards and feedback), 6- organizational
A-bureaucratic (e.g. communication problems) B-administrative (e.g. rules, regulations,
policy, and participation), C- role in the organization (e.g. role conflict & ambiguity). In
order to be more focused on some causes that relate to the organizational level, I classify
causes to intra-organizational and extra-organizational causes. The intra-organizational
causes can be organizational structure (e.g. policies, and regulations that relate to quality,
change, training, management style, leadership, reward system, overload work, and
culture), physical and social environment, gender, and personality. The extraorganizational causes can be society, competition out in the marketplace, globalization,
culture, social issues, and social-economic causes.
In studying intra-organizational causes, Kilpatrick (1989) reported that 19 studies
found a relation between organizational environmental variables and burnout. Generally,
the less attractive the environment, the higher the burnout. The following are the most
important intra-organizational causes: work and social environment, work processes,
work loads, work features, work supports, work roles, work sitting, work development
and improvement, work policies and regulation, and workers' personality and behavior.
1- Work and social environment. Social environment (Maslach &
Zimbardo, 1982; Skovholt, 2001). Maslach & Leiter (2000), Narrow scope of
client contact (Schaufeli & Enzmann, 1998; Cedoline, 1982), and Social isolation
(Schaufeli & Enzmann, 1998). Schaufeli & Enzmann (1998) stated most causes
for burnout in a UK national survey of health and development were contact with
people (12%). Chemiss (1980) stated the main sources of burnout were lack of
professional-client interaction.
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2- Work processes: lack of occupational feedback and communication
(Cedoline, 1982; Imberman, 1976), transformational changes process within
organizations (Golembiewski, 1996).
3- Work loads: Work hours overload (Savicki, 2002; Maslach & Leiter,
1997; Maslach & Leiter, 1997; Skovholt, 2001; Pines & Aronson, 1988; Schaufeli
& Enzmann, 1998; Cedoline, 1982; Gryna, 2004; Maslach & Leiter, 2000;

Rogers, 1982), work under load (Cedoline, 1982), infonnation overload
(Cedoline, 1982).
4-Work features: Through a study of 104 professionals in the fields of
college student personnel, mental health, and administration, McDermott (1984)
asserted there is a significant positive relation between burnout and job
characteristics (e.g. job description, time out, and skills). The main causes for
burnout identified were job security (Cedoline, 1982; Jorde, 1982) and size of the
organization (Savicki, 2002).
5-Work supports: lack of supportive groups (Schuler & Jackson,
1983), lack of recognition (Rousan, 1995).
6-Work roles: role structure (e.g. role conflict, role overload and role
ambiguity) (Chemiss, 1980; Schaufeli & Enzmann, 1998; Cedoline, 1982; Jorde,
1982).
7- Work sitting: job setting (Maslach & Zimbardo, 1982), physical
work conditions (Cedoline, 1982), and location of services (Savicki, 2002).

14
8-Work development and improvement: the following are some
examples of causes that relate to work improvement: inadequate training,
education, and underutilization of skills (Cedoline, 1982; Paine, 1980; Cedoline,
1982; Cedoline, 1982; Jorde, 1982; Chemiss, 1980) and quality.
•

Training: Gryna (2004) emphasized that inadequate training is an
important cause for work overload that leads to burnout.
Organizations should provide training to update skills. However,
he also suggested that training could itself become a cause for
burnout when it results in work overload. Reducing the numbers
of employees as a result of training can cause work overload for
the other employees in organizations. Paine (1980) identified five
problems associated with professional training programs: they
intend to create unrealistic expectations, they are not practical,
they are not relevant, they do not focus on interpersonal skills,
they do not provide adequate knowledge of the nature of
bureaucratic organizations and how to function effectively within
those constraints, and do not train professionals how to cope with
uncertainty, change, conflict, stress and burnout.

•

Quality: Many organizations seek to improve their level of
effectiveness by using different programs of quality management
that can cause burnout. Barry (1994) asserted that organizations
can create or cause burnout by focusing and using Total Quality
Management (TQM) on merely an operational basis rather than as
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part of a larger strategic plan. This kind of burnout occurs when an
organization uses a quality program approach, not a strategic
process approach. Another common way that companies attempt
to improve work is adopting advanced technology (Farber, 1983);
however, in the process of adoption, where training is ineffective,
burnout may result.
9- Work policies and regulation:

the following are some

examples of causes that relate to work policies and regulations: Unrealistic
expectations (Schaufeli & Enzmann, 1998; Schuler & Jackson, 1983; Paine,
1980), lack of control (e.g. excessive and outdated policies and procedures)
(Maslach & Leiter, 1997; Maslach & Leiter, 1997; Skovholt, 2001; Schaufeli &
Enzmann, 1998; Maslach & Leiter, 2000; Schuler & Jackson, 1983), Routine
(Schaufeli & Enzmann, 1998), poor orientation (Schaufeli & Enzmann, 1998),
incongruent institutional goals (Schaufeli & Enzmann, 1998), supervision
practices (Schaufeli & Enzmann, 1998; Chemiss, 1980; Cedoline, 1982), poor
leadership (Schaufeli & Enz mann, 1998; Brock & Grady, 2000), lack of
autonomy, incongruent institutional goals (Schaufeli & Enzmann, 1998),
insufficient rewards, ( Maslach & Leiter, 1997; Skovholt, 2001; Maslach &
Leiter, 2000) and recognition (Rogers, 1982), absence of fairness ( Maslach &
Leiter, 1997; Skovholt, 2001; Maslach & Leiter, 2000), conflict values ( Maslach
& Leiter, 1997; Skovholt, 2001; Maslach & Leiter, 2000), length of time on the

position ( Savicki, 2002;

Shirom & Mazeh, 1988; Cedoline, 1982) number of

employees supervised ( Savicki, 2002), power structure (e. g. bureaucratic
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mentality) (Chemiss, 1980; Pines & Aronson, 1988; Schaufeli, Maslach & Marek,
1993; Chemiss, 1980), low pay ( Rousan, 1995; Jorde, 1982; Rogers, 1982) and
organizational culture (Schaufeli, Maslach & Marek, 1993),
responsibilities (Rausan, 1995;

too many work

Schaufeli & Enzmann, 1998)

lack of

responsibility (Schuler & Jackson, 1983), too many requirelnents for advancement
(Rousan, 1995), setting lilnits (e.g. working hard without limitation) (Cedoline,
1982).
10-Workers' personality and behavior: the following are some examples
of the causes that relate to work personality and behavior: lack of confidence in
institutions (Cedoline, 1982), and length of time in the field (Savicki, 2002). Rush
(1987), Maslach and Zimbardo (1982), Schaufeli and Enzmann (1998), and Brock
and Grady (2000) described the personal and behavioral characteristics as the big
five

and

burnout:

neuroticism,

extroversion,

openness

to

expenence,

agreeableness, and conscientiousness. Also, Glicken (1983) categorized the
behavior and personality types that are associated with burnout: an obsession with
self and with outside forces, a need for complete control, a fear of change, a need
for constant excitement, and unrealistic expectations. Schuler and Jackson (1983)
stated there are some personal characteristics that may cause burnout: idealistic
expectations, idealistic job and career goals, and personal responsibility for low
personal accomplishment.
Non-organizational causes can be classified as: political, and economic forces
(Paine, 1980) society changes (Rush, 1987; Cedoline, 1982; Paine, 1980), family
activities, for example misbalancing roles between home (family) and career Gob) (Pines
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& Aronson, 1988; Gryna, 2004), life-style changes (Cedoline, 1982), breaking down

community (Maslach & Leiter, 1997; Skovholt, 2001; Maslach & Leiter, 2000),
competition among organizations, globalization, customer expectations, mergers,
acquisitions, and downsizing (Gryna, 2004).

Symptoms ofBurnout
Burnout symptoms are either silent or active. Silent symptoms are more
dangerous, harder to discover, and more difficult to treat than active ones. Silent
symptoms are dangerous because they are often a form of denial. Freudenberger and
North (1985) described different denial techniques that can mask thoughts and feelings of
excessive overextension of physical, mental or emotional energy. These techniques are
suppression, displacement (your unpleasant feelings are transferred onto less meaningful
objects, persons or situations), humor, projection (blaming someone else), fantasy
(postpone confrontations with authentic reality through the invention of a preferred
reality), selective memory, lying, self-labeling (e.g. "well that's me"), and selective
incomprehension (deny what others say by refusing to understand).
Active and passive symptoms can be classified on different levels, depending on
which people or how many of them experience symptoms. According to the literature, the
levels are generic, individual, interpersonal, or organizational. Schaufeli and Enzmann
(1998) listed 132 symptoms associated with burnout from A-anxiety to Z-lack of zeal.
These symptoms are manifested as individual, organizational, or interpersonal. Each fonn
of symptom affects several domains: affective, cognitive, physical, behavioral and
motivational. Maslach and Leiter (2000) stated the main symptoms of burnout as
exhaustion (individual stress), cynicism (negative reaction to others and the job), and
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ineffectiveness (negative self-evaluation). The following are some genenc, personal,
interpersonal, and organizational symptoms.
Jorde (1982) stated the general characteristics that shape burnout are complete
physical and emotional exhaustion, growing disillusionment with job and life in general,
and self-doubt and blame. Potter (1980) stated the inajor burnout symptoms are
fnlstration,

interpersonal

problems,

en10tional

withdrawal,

physical

complaints,

depression, drug usage, and declining perfonnance and efficiency. Gloubennan (2003)
stated the alert symptoms of burnout are extreme tiredness and inability to relax or have a
restful sleep, chronic anger, high self-criticism, loss of appetite for food and sex, poor
attention, increase in watching TV, drinking alcohol, eating junk food, playing computer
games, using internet (chat room), a closing down from family, friends, colleagues, and
bosses.
The individual symptoms of burnout can be related to health, behavior, emotion
and interpersonal relationships. Paine (1980) emphasized the importance of personal
burnout signs. The personal signs are health (e.g. fatigue), excessive behavior (e.g.
increased consumption of caffeine, and tobacco), emotional adjustment (e.g. emotional
distancing), relationship (e.g. isolation from staff), and attitude (e.g. expression of
powerlessness and hopelessness).
The organizational symptoms can be related to the negative behavior (e.g. high
turnover rate), negative attitude (e.g. low morale), and low engagement. Paine (1980)
emphasized that the importance of organizational signs for burnout, which can be poor
staff morale, increased absenteeism, bureaucratic, authority conflicts, and poor
communication. Glicken (1983) described the symptoms of burnout as correlation
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between the dysfunction behaviors and a negative orientation or attitude toward work.
These s)1l1ptoms are increased feelings of emotional exhaustion in the job, cynical
attitude, unhappiness with one's accomplishments, over-bonding with co-workers,
boredom, depression, inability to handle minor illness, tendency to leave a series of jobs
in a short period of time, over-commitment to job, low morale, absenteeism, and frequent
physical illness symptoms.
Maslach and Leiter (2000) stated the importance of the relationship between
burnout and engagement within the organizations: when one is high, the other is low.
They listed three dimensions of the continuum between burnout and engagement:
1- Individual resiliency, ranging from exhaustion to energy.
2- Reaction to others and job responsibilities, ranging from negative (cynicism &
hostility) to positive (involvement).
3- Reaction to oneself on the job, ranging from a feeling of ineffectiveness to a sense
of efficacy and accomplishment.
All levels of burnout can be classified to different types of signs and symptoms.
These types are social, emotional, psychological or physiological. Cedoline (1982) stated
the main symptoms of burnout are physical and emotional exhaustion, socially
dysfunctional behavior, psychological impairment, and organizational inefficiency
through decreased output and poor morale. From a psychological perspective, Schaufeli
and Enzmann (1998) categorized the symptoms of burnout based on psychological
background from uncontrolled clinical observations and interview studies as follows:
affective, cognitive, physical, behavioral, and motivational symptoms. Kilpatrick (1989)
found 22 studies that compared physiological symptoms to burnout. Twenty of them
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reported a direct association between somatic symptoms and burnout. Donnan and
Shapiro (2004) stated some physical symptoms, such as chronic fatigue, headaches,
stomach problems, or backaches that the workers may experience. Paradis (1987) stated
the symptoms of burnout can be seen in physical, emotional, or behavioral
manifestations.

Physical

sIgns

include

exhaustion,

fatigue,

sleeplessness,

gastrointesestinal disturbance, headaches, weight loss or gain, and feeling physically run
down. Emotional signs are psychologically distancing oneself from the job, depression,
paranoia, a negative self-image or sense of powerlessness, and detachment. Behavioral
manifestations of burnout include alcohol and drug abuse, physical withdrawal and
isolation from co-workers, increased absenteeism, and increased marital and family
conflict.
Also these types

o~

symptoms can be classified into groups: internal and external,

severity stages, and symptoms related to duration and stages of burnout. These groups
can exist either independently of or in combination with other sylnptoms. Savicki (2002)
classified burnout symptoms in five different clusters: physical (tension, irritability, lowenergy, fatigue, headache, chest pain, gastrointestinal disturbance, insomnia, and poor
appetite), emotional (disillusionment, depression, feeling of helplessness, anxiety,
hostility, alienation, apathy, and boredom), behavioral (absenteeism, turnover, decreased
job performance, increased tobacco, alcohol and drug use, and talk of leaving one's job),
interpersonal (less socializing, withdrawal from clients and coworkers, role rigidity,
impatience, moodiness, and less tolerance toward others), and attitudinal (cynicism,
rigidity of thinking, loss of self-esteem, negative attitudes). Also, Brunt (2004) classified
the symptoms of burnout in five similar categories: psychological, physical, behavioral,
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social, and problematic attitude symptoms. Chemiss (1980) combined some physical and
behavioral signs. These include fatigue, flu, headache, sleeplessness excessive use of
drugs, and decline in self-esteem family conflict, and gastrointestinal disturbances. The
following are some examples of internal and external, severity stages, symptoms related
to duration and stages of burnout.
Rush (1987) classified the syrnptolTIS of burnout to internal (e.g. loss of courage
and personal identity) and external (e.g. irritability and physical fatigue). Cedoline (1982)
described two ways of describing the, symptoms of burnout. The first one focuses on the
duration of symptoms. These symptoms consist of three stages. In stage one, the signs
and symptoms of burnout are occasional and short-lived; at this stage, preventive
intervention is required. In stage two, the symptoms become more regular, and more
difficult to overcome. Therefore, coping interventions are necessary. In the third stage,
symptoms are continuous. Relief for this third stage requires more time and often
demands medical and/or psychiatric attention. Then, Cedoline classified burnout as
progressive: physical burnout stage (e.g. fatigue, tenseness of muscles and physical
ailments, and high blood pressure), intellectual burnout stage (e.g. impairment of
decision-making skills, and deficiencies in processing information), social burnout stage
(social withdrawal, malicious humor, and cynicism), psycho-emotional burnout stage
(e.g. denial or blame, anger, and depression), and spiritual stage. Rudy, et al. (2001)
described the main stages that face physicians as follows. Stress Arousal includes
physiological and psychological responses. Some of these include persistent irritability,
persistent anxiety, periods of high blood pressure, insomnia, and forgetfulness. Energy
conservation is a compensation for stress. The consequences might include excessive
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lateness, procrastination, exceSSIve time off, decreased desire for sex, and persistent
tiredness, social withdrawal from friends and family, increased cynicism, resentment,
increased substance use (nicotine, caffeine, alcohol, prescription drugs), and excessive
apathy. Exhaustion is the latent stage in which the person discovers something may be
wrong. The symptoms include chronic sadness or depression, chronic stomach or bowel
problems, chronic mental fatigue, chronic physical fatigue, chronic headaches or
mIgraInes, the desire to get away from family, friends, and even recurrent suicidal
ideation.
Job Satisfaction Related to Training and Burnout

A clear relationship between job satisfaction and burnout has been identified in
previous research. Satisfaction decreases as burnout increases. Arches (1989) emphasized
that job satisfaction and burnout are related to the following five organizational areas:
work, pay, promotion, supervision, and co-workers. Donnan and Shapiro (2004) stated
that burnout can affect the level of job satisfaction among any employees. They stated the
main dimensions or components of job satisfaction: self actualization (self-actualization
is about personal ideals, values, creativity, and growth), environmental support for
achievement, job-related affect (the emotional experience of jobs in words such as upset,
depressed, and exhausting), working conditions (both physical characteristics of the
workplace and burdensomeness of procedures), professional self-esteem (self evaluation
of work, confidence in skills, and professional respect from colleagues), and futility/
avoidance. They found when these factors were at positive levels, they compose high job
satisfaction, and when they are at negative levels, the result is burnout. McDennott
(1984) asserted through his study of 104 professionals in the fields of college student
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personnel, mental health, and administration that there is significant positive relation
between burnout and satisfaction.
Kilpatrick (1989) found 35 studies that assessed satisfaction with different
instruments. It is important to consider training as an important element in educating
employees in order to increase their satisfaction and decrease burnout. Dorn1an and
Shapiro (2004) elnphasized this correlation between getting knowledge and skills through
reading or training and satisfaction or burnout.
Stages or Phases a/Burnout

In general, Paine (1980) identified four stages of burnout: enthusiasm, stagnation (in
which personal, financial, and career development needs begin to be felt), frustration, and
apathy. Gorkin (2004) stated the four stages of burnout are physical and mental
exhaustion, shame and doubt, cynicism and callousness, and failure, helplessness, and
crisis. The stages of burnout can be classified according to the degree of severity, cycles,
processes, or practical phases.
Gold and Roth (1993) stated the main stages of burnout in order of severity are:
frustration and negative feelings, which lead to dissatisfaction (in which feelings of
hopelessness

begin,

and multiple physical

ailments

appear),

withdrawal

and

depersonalization from others (which advances to a more deteriorating level),
disillusionment and burnout.
Freudenberger and North (1985) listed 12 stages of the burnout cycle: the
compulsion to prove (desire to prove oneself in the world), intensity, subtle deprivations,
dismissal of conflict and needs, distortion of values, heightened denial, disengagement,
observable behavior changes, depersonalization, emptiness, depression, and total burnout
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exhaustion. Lewis (2002) described burnout as cyclical. The burnout cycle consists of
three phases: exhaustion, pain, and anger. Exhaustion is the result of a depletion of
emotional, physical, intellectual, and spiritual needs. Pain is the result of violations to the
emotional, physical, intellectual, and spiritual boundaries or standards. Anger is the result
of self-deception when someone denies their own physical, emotional, intellectual and
spiritual truths. There are three ways to enter the burnout cycle. It can sta11 with anger,
exhaustion, or pain. Once any two of those elements are present at the same tin1e, the
cycle can begin.
Paradis (1987) described the burnout stages as processes embodying progressive
loss of idealism, energy, and purpose that occurs through five stages: enthusiasm (the
initial period where the worker has high hopes, energy, and expectation), stagnation (the
workers are doing their jobs but beginning to become detached), frustration (the workers
start to question their effectiveness in the job and their value of the job itself), apathy (a
defense mechanism against frustration), and intervention (includes an action taken in
response to or in anticipation of the other stages).
Another study by Veninga and Spradley (1981) listed five stages of job burnout.
The first stage is the honeymoon stage (enthusiasm in job). This stage leaves employees
satisfied, even exhilarated. During this stage, however, employees also expend valuable
energy, and if they do not replenish that energy, they will slip inevitably into the next
stage: fuel shortage. In this stage, an organization must be alert to the fact that work stress
has begun. The most recognizable symptoms of burnout in this stage are job
dissatisfaction, inefficiency at wok, fatigue, sleep disturbances, and escape activities. The
third stage is manifested by chronic symptoms: physical and psychological symptoms

25

that became evident in the earlier stage become persistent. The fourth stage is the crisis
stage. In this stage, the symptoms become critical, and employees become obsessed with
their frustrations, become pessimistic, and develop an escape mentality. The last stage is
hitting the wall. When employees hit the wall, burnout has become entwined with other
problems like drug abuse, heart disease or mental illness. They recomlnended three TIlles
for anyone caught in the crisis stage: accept the fact of a dangerous crisis, find someone
to give assistance, and do not feel guilty about retreating fron1 danger.

Burnout Assessment Tools
Burnout assessment tools can be classified as MO major methods: interview and
survey (questionnaire). Schaufeli and Enzmann (1998) listed different assessment tools
that can be use to assess the prevalence of burnout. These tools can be classified to assess
psychological

and

physiological

characteristics.

The

psychological

tools

are:

observation, interview, or self-report (e.g. Do-It-Yourself Inventories. The physiological
parameters are: heart rate, blood pressure, adrenaline or cortisol). The following are some
examples of the types of survey and interview methods.
Schaufeli and Enzmann (1998) also summarized briefly the popular survey
methods used in different research. They put them in order of most frequently used
methods in a total of 963 dissertations: MBI Maslach Burnout Inventory 59.7%, BMBurnout Measure 2.6%, SBS-Staff Burnout Scale 2.0, BAI-Burnout Assessment
Inventory 1.1, and FBS- Freudenberger Burnout Scale 0.1. Schaufeli, Maslach and Marek
(1993) described different measures of bum out that have been used in burnout research.
These measurements are:
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1-Maslach Burnout Inventory (MBI), the most widely used instrument. It is
restricted to professionals who work with clients in some capacity. This
instrument

18

focused

on

three

dimensions:

emotional

exhaustion,

depersonalization, and reduced personal accolTIplishment. MBI consists of 22
items which are divided to into three subscales. The items are written in the fonn
of statements about personal feelings or attitudes and are answered in tern1S of
frequency on a 7 -point scale.
2- Burnout Measure (BM) is not restricted to specific professional groups. It
consists of 21 items that express exhaustion and that are scored on a 7 -point rating
scale. The length of BM can be shortened to half its items without negatively
affecting its reliability. BM is a reliable and valid research instrument that
indicates the individual's level of exhaustion. In a few studies, the MBI has been
employed simultaneously with the BM.
3- Do-It-Yourself Burnout Scale: This instrulnent consists of 15 questions. An
individual scoring in the lowest category is considered to be doing fine, whereas
others are informed that they are a candidate for burning out.
4- Teacher Attitude Scale (TAS). This burnout instrument is specific for an
occupational group. It is a modified version of MBI consisting of 64 questions (25
originally from MBI, 40 additional items relevant to teaching field). The survey
focuses on emotional exhaustion, commitment to teaching, and gratification in
working closely with students.
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5- The Staff Burnout Scale for Health Professionals (SBS-HP) consists of 30
items. Twenty items assess burnout and the remaining ten from a lie scale to
detect tendencies to "fake good". SBS-HP has been validated in many studies.
6- Meier Burnout assessment (MBA) consists of true-false burnout test.
7- Perceptual Job Burnout Inventory (P JBI) consists of a 15 iteITIS burnout
inventory that can be used outside the hun1an service professions. These ite111s
reflect emotional exhaustion, demoralization, frustration, reduced efficiency, as
well as excessive den1ands on energy, strength, and resources.
8- Emener-Luck Burnout Scale (ELBS) consists of 30 iteITIs. These iteITIS are
work related feeling, work environment provisions, dissonance between the
individual's perception of self and others' perception of self, and job alternatives.
9- Energy Depletion Index (EDI). This instrument has been used to focus on
energy depletion as the central dimension of the burnout experience.
Through reviewing research studies between 1973 and 1987, Kilpatrick (1989) found
most studies of burnout include surveys followed by interviews, and outside observers, or
a combination. _These studies are individual self-report, compared work groups,
individual/group or individual, group, and organizational on burnout. Although the
dominant popular instrument is the Maslach Burnout Inventory (MBI), another
instrument that has been employed widely is a modification of MBI by Golembiewski
-

and associates (1988) (Phase Model). The other instrument was Jones' instrument. Jones'
instrument consists of 30 items that can be modified for each occupational group. This
instrument measures cognitive, affective, behavioral, and psycho-physiological reactions.
Jones' instrument measures four factors of burnout: dissatisfaction, psychological and
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interpersonal tension, physical illness, and unprofessional relationships with clients. The
second measurements tool is the interview method. Cherniss (1980) conducted a burnout
study by using unstructured interviews for 28 professionals in public organizations from
different occupational groups (lawyers, mental health workers, nurses, and teachers). The
study focused on participants who are early in their professional careers (first two years).
Almost universally used as an instrun1ent to assess burnout, MBl scores seen1 to be
rather stable over tilne (Schaufeli & Enzlnann, 1998). MBI reliability and validity has
been confinned by a number of recent studies that employed advanced statistical
techniques. Foreign language versions have similar internal consistencies and show
similar factorial and construct validity as the original American English version. The
earliest questionnaires designed to measure the level of burnout were developed by
Maslach and included this MBI. Schaufeli and Enzmann (1998) stated the main
components of MBI can be different from one occupation to another. MBl has been used
in health care studies 33.8%, teaching and education 26.6%, social work 7.0%,
administration and management 3.7%, police 3.4%, and others 25.5%. Golembiewski,
Boudreau, Munzenrider and Park (1990) asserted the MBI instrument generates factor
structures that are generic rather than idiosyncratic. The MBI does not qualify as crosscultural, but they do avoid the easy conclusion that burnout is idiosyncratic to specific
local settings or specific nations.

Burnout and Study Duration
Burnout has been examined over specific periods of time, at single points in time,
at two points in time, and pre- and post-intervention. Burke and Greenglass (1989) stated
there are two ways in which burnout can be examined: the experience of burnout over
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time (longitudinal investigation) by measuring burnout and its potential antecedents (e.g.
work environment and personal characteristics) and consequences (e.g. job satisfaction)
at one point in time. The other way is to examine the process based on phases within the
burnout concept: prioritizing the three subscales the MBI on theoretical grounds.
Golelnbiewski and Munzenrider (1988) studied a group of employees at two
points in time separated by one year. They found that n10st of those who were at an
advanced phase of burnout at tin1e one were still highly burned out at tinle two. Chemiss
(1990) conducted interviews of 25 professionals frotn healthcare settings (tnental health,
poverty law, public health nursing, and high school teaching) during their first year of
practice and then studied the same phenomenon again 12 years later. Etzion and
Westlnan (2002) examined 57 etnployees of high tech cOlnpanies who traveled abroad as
part of their jobs. The participants completed a self-report survey (pre-, mid-, and posttrip). The results showed significant declines in job stress and burnout after returning
from the trips.
Costs ofBurnout
The cost of burnout can be tangible: organizations will bear both financial and
non-financial costs. These costs can be experienced at national, organizational, and
personal levels. Expenditures related to occupational burnout are huge (Maslach &
Leiter, 1997). In the United States, occupational stress is estimated to cost employers in
excess of $200 billion per year in absenteeism, reduced productivity, medical expenses,
and compensation claims (International Labor Office, 1993). Similarly, in the United
Kingdom, the cost of sickness or absence for stress and mental disorders has been
estimated at more than 5 billion Euros per year (Cooper et aI., 1996).
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Cedoline (1982) described the "non-financial costs" of burnout as a hazard that
causes an organization to experience indirect costs in terms of inefficiency, low loyalty,
and poor morale. Schaufeli, Maslach and Marek (1993) emphasized that burnout can
affect creativity and innovation in organizations. Schuler and Jackson (1983) stated some
consequences to an organization and individual: withdrawal behavior develops,
interpersonal friction results, perfonnance declines, fanlily life suffers, and burnout
eventually leads to health-related problems.

Maslach and Leiter (1997) stated that burnout can have an impact on soul, health,
ability to cope, job performance, and personal lifestyle. This cost is not only suffered by
individuals but also by those around them. They described burnout in terms of personal
and organizational costs. The personal costs are physiological problems (headache, high
blood pressure, muscle tension, fatigue) and mental distress (anxiety, depression, stress,
sleep disturbance). The organizational costs are high turnover and reduced ability to deal
with job problems. Pines and Aronson (1988) emphasized the cost in wasted training for
those who quit their jobs, and in terms of psychological prices paid by those who stay.
Organizations where burnout is a problem lose talent and suffer poor perfonnance.
Stress and Burnout

Burnout results when employees exper1ence increasing amounts of stress.
Schaufeli and Enzmann (1998) differentiate burnout from stress and depression. They
stated burnout is the final result of prolonged job stress and depression, usually
accompanied by guilt. Moreover, they found that burnout generally occurs in a context of
anger. Minirth, Hawkins, Meier, and Flournoy (1986) stated burnout is a result of too
much negative stress. Too much burnout can lead to clinical depression. Croucher (2004)
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delineated the main differences between burnout and stress, as summarized in table (1).
Stress itself is a neutral event, and it is up to the employee to interpret the stress as either
positive or negative. Simendinger and Moore (1985) emphasized that the stress that can
lead to burnout is not always negative. Positive stress can make the employee feel
motivated, energized, and excited to put in extra work to do their best. The ell1ployee who
interprets the stress as negative, however, feels instantly overvvhelll1ed and in"itable. Also,
Simendinger and Moore (1985) stated the ilnportance of leaders identifying the negative
stress that leads to burnout in order to find the best coping Ineans for that burnout.
Susanne (1994) described a study of 42 special education teachers froITI Virginia
who decided not to return for their teaching positions for the 1991-92 school year. These
teachers indicated that stress was one of the leading factors in their decision to leave the
profession. He found that they left not only their positions as a result of this stress but
also their profession. The cause of stress that led to burnout included lack of resources,
lack of time, excessive meetings, large class sizes, lack of assistance, and lack of support.
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Table (1) The differences between stress and burnout by Croucher (2004)
Burnout
•

•

Stress

Burnout is a defense characterized by •

Stress

disengagement.

engagement.

In Burnout the

emotions

become

•

In Burnout the emotional damage

IS

•

by

over-

In Stress the emotions become over-

The exhaustion of Burnout affects

In Stress the physical damage

IS

pnmary.

pnmary.
•

characterized

reactive.

blunted.
•

IS

•

The

exhaustion

of

Stress

affects

physical energy.

motivation and drive.
•

Burnout produces demoralization.

•

Stress produces disintegration.

•

Burnout can best be understood as a

•

Stress can best be understood as a loss
of fuel and energy.

loss of ideals and hope.
•

•

The depression of Burnout is caused by

•

the grief engendered by the loss of

the body's need to protect itself and

ideals and hope.

conserve energy.

Burnout produces a sense of

•

Burnout produces paranoia,
depersonalization and detachment.

Stress produces a sense of urgency and
hyperactivity.

helplessness and hopele sness.
•

The depression of Stress i produced by

•

Stress produces panic, phobic, and
anxiety-type disorders.

Gold and Roth (1993) differentiated between burnout and stress as follows: stress
can be positive or negative depending on individual perceptions. It can be of short or long
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are more likely to experience burnout by feeling emotionally exhausted and less
involved in jobs than men. Vardi, Carel, Potashnik, Sheiner and Sheiner (2003)
investigated burnout in females by conducting a case-control study of working
felnale patients (64 case group & 106 control group) attending a fertilization
clinic. They found no significant association between bUTI10Ut and female fertility
status. Maslach and Jackson (1981) found that Inales had higher depersonalization
scores than femal es.
Age

There is broad agreement that young people are more exposed to bUTI10Ut
than the old. Shapard and Brewer (2004) conducted a meta-analysis to study the
relationship between age and burnout, finding a small negative correlation
between employee age and emotional exhaustion. Glicken (1983) stated young
"vorkers are lllore likely to feel burnout than older workers. Kilpatrick (1989)
found 64 studies that discussed the relationship between age and burnout. She
found 47 of them reported differences, with a slight emphasis on younger workers
experiencing burnout at a greater rate than older people. Russell and Van Velzen
(1987) found in a burnout study of teachers in public school in Iowa that young
teachers suffered from burnout more than the old. Maslach and Zimbardo (1982)
similarly asserted that the burnout level is higher among young people than· the
old. Schaufeli and Enzmann (1998) stated 38% of 1500 young men were under
severe nervous strain at work, results revealed in a national survey of health and
dev~lopment

in the UK. Pines and Aronson (1988) stated young women were

more exposed to burnout than old women.
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Race

The element of racial background in burnout has been addressed in some
studies conducted in the United States. Scandura and Lankau (1996) reviewed
literature on racial differences in job burnout among whites, blacks, and
Hispanics. They found whites experienced a higher level of job burnout than
blacks, and Hispanics reported the highest job satisfaction, which means low
levels of burnout.
Marital Status

Being married appears to translate into less exposure to burnout. Maslach and
Zimbardo (1982) asserted workers who are single experience the most burnout, while
those who are married experience the least. The people who are divorced are close to
singles in terms of high emotional exhaustion, bur closer to the married in terms of lower
depersonalization and greater sense of accomplishment. Kilpatrick (1989) found 21 of 37
studies discussed the relationship between burnout and marital status. She found single
divorced persons more burned out than married persons.
Education
Kilpatrick (1989) found in 21 of 42 studies that there was a relationship

between education and burnout. The dominant finding was that more education
translated to greater levels of burnout. Maslach and Zimbardo (1982) found that
this increasing burnout oversimplifies the phenomenon. In their work, the greatest
amount of burnout is found for those who have completed college but have not
had any postgraduate training. Still, consistent with Kilpatrick, they found less
burnout with less education.
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Practical Strategies to Prevent, Cope or Overcome Burnout
Practical strategies can be classified as organizational, managerial, and personal.
Burnout demands both individual and organizational effort to be prevented or overcome.
Paine (1980) stated burnout is classified according to the site of intervention: personal,
interpersonal, workplace, and organizational. Then, he recomn1ended three different
identification luethods (self-evaluation, peer-feedback, fon11al survey, and perfom1ance
monitoring) and goals of intervention (prevention, professional training, support groups,
professional and organizational development), mediation (stress management, creative
supervision, job redesign, and quality assurance), and remediation (individual counseling,
career change, and employee assistance) for each type. For exan1ple, the workplace
category can be identified by using a survey, the prevention through professional
development, mediation through job redesign, and remediation through job or career
changes. Organizational burnout can be identified by perfOTI11anCe n10nitoring and can be
prevented by organizational developn1ent. Based on interviews with Hospice program
directors, Paradis (1987) listed some strategies to cope with burnout. These strategies can
be adopted by the organization to cope with burnout. The strategies were divided into two
types: A- work oriented (e.g. physical withdrawing from staff, leaving work, delegating
to other staff, socializing with staff) B- nonworking related (e.g. 1- physical self-care: 2psychological/ emotional self-care [e.g. support from spouse and family, time off, crying
as needed, and laughing], and 3- spiritual self-care (e.g. prayer religious activities).
Pines and Aronson (1988) stated some generic personal strategies for dealing with
burnout that can be adopted: being aware of burnout as a problem, taking responsibility
to deal with it, achieving some degree of cognitive clarity, and developing new tools for
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coping and improving the range and quality of old tools. Gorkin (2004) recommended
some strategies to recover from burning out: good grief, the four R's of recovery
(reading, running, retreating, and writing), transition and diversification. Paine (1980)
recommended four individual professional responsibilities that should be considered by
employees to reduce burnout:
1-Learn about burnout and job stress in general and how it n1ight affect then1selves
and others
2-Develop techniques for monitoring personal levels of burnout.
3-Develop effective coping mechanisms to deal with job-related bun10ut
4-Work with others within organization to deal with problems.
Organizational and personal strategies

The following are some organizational and personal strategies that can be
adopted to prevent or treat bun10ut: actual and potential strategies, 111anagen1ent
project intervention, strategies according to burnout levels, focus group strategies,
experimental strategies, and intervention therapy.
Maslach and Leiter (2000) provided an outline of practical phases to help any
organization prevent burnout. These phases are doing an organizational checkup
(assessing burnout, identifying its key sources, developing a way to move from
burnout to the goal of engagement), getting ready for assessment (mission and vision
with support from top management and staff), planning guide for project leader
(timing, participants, setting up a team, putting together the survey, spreading the
word, making sense of survey, making change happen, checkups and change, and
repeating the checkup).
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Chestnut, March, Rosario and Shinn (1984) conducted a burnout study for

141 human service workers to investigate effective coping with burnout produced by
job stress. The sample is from a statewide professional society for group therapists
and other group workers. The organization represented a broad sample of human
service workers: its men1bers are drawn fron1 a variety of professional groups
(psychologists, social workers, psychiatrists, pastoral counselors, and nurses). They
used a survey with open-ended questions. They classified coping strategies as
potential and actual coping strategies. The actual strategies were those employed by
the respondents, and the potential recon1mended strategies were based on
participants' responses when asked what agencies could do to keep workers from
burning out. The actual strategies are as follows: 64% involved focusing on family,
friends or hobbies rather than job (e.g. exercise, relaxing weekend); 30% focused on
building competence by attending workshops and conferences; 31 % focused on
taking vacations; and 31 % used elTIotional strategies (e.g. anger, withdrawal, selfblame or focusing on positive aspects of work); and 220/0 identified changing the job
itself. The potential strategies identified included building workers' competence
(encouraging personal growth experiences, good training opportunities, in-service and
workshops), changing job responsibilities/structures (e.g. reduce workload, rotation
workers), improving supervision; improving communication and participation in
decisions, increasing recognition and rewards, and having institutional health club
membership. All participants agreed that none of their organizations considered any
strategies to discover or to cope with burnout.
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O'Driscoll, Dewe and Cooper (2001) provided a conceptual framework for
stress management interventions. The interventions were classified in three
categories: primary, secondary, and tertiary. Each intervention had different scope,
target, and examples. For example, primary intervention had the following
components: scope is preventive, target is work environment and organizational
structure, and exan1ple is job redesign. The secondary intervention had scope
preventive/reactive, target individual, and the example was stress management
training. The tertiary intervention had a scope of treatment and minimizing damaging
consequences, the target was individual, and the exan1ple was en1ployee assistance
programs.
Maslach and Zilnbardo (1982) stated that copIng with burnout can be
classified to different levels: individual, social, and institutional. The individual level
includes actions that can be taken by an individual. Social techniques are those
requiring joint efforts of several people (e.g. co-workers). Coping techniques at an
institutional level require policies, administrative, and process actions that can help
the staff to deal with emotional burnout.
Friedman (2000) conducted a study of burnout among teachers. As a result, he
came up with some strategies that can help both individuals and organizations to deal
with burnout and its consequences. At a personal level, he recommended some stress
management techniques to alleviate burnout. These techniques include exercise,
relaxation training (at home and work), biofeedback (involves voluntary control of
physiological mechanisms: brain waves, heart rate, muscle tension, and blood
pressure), and cognitive-behavioral techniques (by removing cognitive distortions
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such as over-generalizing, magnifying and personalization by assertiveness training).
At the organizational level, he recommended adopting a supportive, encouraging, and
participative managerial style; organizational goals,

expectations, roles, and

assignments should be stated clearly; effective communication; good collegial and
social suppoli should be encouraged; and professional development (including stress
alleviation workshops and workshops on coping with discipline problen1s).
Schaufeli and Enzmann (1998) classified burnout interventions to three
groups of focus: individual, individual/organizational interface, and organization.
Each focus group consists of prin1ary prevention, secondary prevention, treatn1ent,
and rehabilitation. At the individual level, the primary prevention would be stress
management and promoting healthy lifestyles. Secondary prevention would be
cognitive-behavioral techniques. At the individual/organizational interface, the
primary intervention was tin1e n1anagen1ent and interpersonal skills training. The
secondary prevention was peer-supPoli groups, consultation and career planning. At
the organizational level, the primary prevention was improving job content and
environment, time scheduling, retraining, and wellness and fitness programs. The
secondary ·prevention focused on communication, decision making, conflict, and
organizational development. Treatment included psychotherapy referral, specialized
counseling, or employee assistance programs. Rehabilitation was through changing
jobs or careers.
Bruning and Frew (1987) examined the physiological effects of three
intervention strategies in a longitudinal field experiment. At a healthcare
organization, 62 subjects were assigned to three experimental groups and one control
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group. The intervention strategies were exercise (30 minutes every other day with
choice of walking, running, swimming, or bicycling), management skills (exploring
work and personal values, setting and prioritizing strategic goals, communication
skills, and time management skills), and meditation (started with a few minutes
caln1ing and relaxing the body, then spending the ren1aining time on n1editative
sounds). Overall, They found that, after the intervention, the pulse rate and blood
pressure were mostly decreased significantly.
Glicken (1983) recoffilTIended treating a variety of work-related burnout victin1s
by adopting what is called Career Enhancement Therapy (CET). The CET
recommended starting with 12 to 15 employees for two or eight hours for the first two
days. Then, the follow up can be conducted 6 lTIonths following the first session.
Adopting CET helped to evaluate and understand the causes of burnout and the
hidden levels of awareness, determined personal and organizational changes,
developed sensitivity to signs of bUTI10Ut in order to cope 1110re successfully \vith
similar situations in the future, and developed skills for discussing feelings and
emotions with others.

Management Practice
Watts (1990) asserted that human resource professionals and managers can help their
employees to avoid burnout by resetting employee goals to make them achievable,
implementing effective appraisal systems, and giving feedback to the employees. Pines
and Aronson (1988) recommended the following organizational coping strategies:
reducing staff-client ratio, making time out available, limiting hours of stressful work,
increasing organizational flexibility, training, and improving work conditions. Russell
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and Van Velzen (1987) found in a burnout a study among teachers in public school in

Iowa that the teachers who reported that they had supportive supervisors and indicated
that they received positive feedback concerning their skills and abilities from others were
less vulnerable to burnout.
Chemiss (1980) asserted the ilnportance of leadership and supervision in preventing
burnout. The leadership and supervision should provide nl0tivation and conlnlitnlent in

difficult situations. Having effective quality of leadership and supervision, including
technical competence, insisting on superior perfonnance, and nlaintaining impartiality in
administering rewards and punishnlents can prevent burnout. These qualities should be
associated with high morale and commitment.
Ametz, Dallender, Nolan, Soares and Thomsen (1999) used a cross-sectional study of

1,051 psychiatrists and mental health nurses in Stockhohn. They stated the psychosocial
work environment and well-being of lnental health professionals can be il11proved by
concentrating on organizational factors such as efficiency, personal developll1ent, and
goal quality. Paine (1980) stated the ilnportant of focusing on internal nonns and
standards (formal and informal, leadership style, power and decision making processes,
reward systems) when seeking to analyze burnout within any organization. Cherniss
(1980) suggested some strategies that can be adopted to cope with burnout. These
strategies are: change in goals and aspirations, change in attitude, effective training, and
intervention in the workplace. Dorman and Shapiro (2004) stated worker burnout is one

of the most serious and potentially destructive problems and it is an obligation for not
only managers and supervisors but all human services supervisors to help staff cope
effectively with any stressful situations. Paradis (1987) noted that, due to a lack of
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planning and preparation for coping with the emotional stresses of human service work,
many workers are unable to maintain commitment to their jobs, leading to burnout.
Gryna (2004) emphasized redesigning work is essential to eliminate workload.
Gloubennan (2003) emphasized using iinagery exercise to recover froin burnout. Dyar,
Hopson and Hopson (2001) asserted fron1 the medical perspective how critical incident
stress n1anagement progran1s (CISM) helped n1any staff at en1ergency services. The first
program was established by Dr. Jeffery Mitchell in Baltimore. Critical incident stress is
any situation faced by emergency services personnel that causes them to experience
unusually strong emotional reactions. The goal of CISM is to help staff to cope with
stress and return them to their nonnal productive roles. Any such incident should be
reported within 72 hours.
Maslach and Leiter (2000) stated some strategies that need to be adopted to prevent
burnout:
I-Building engagen1ent with work
2-Changing the organizational environment to reduce mismatches between workers
and workplace.
3-Improving management processes to enhance the match between workers and
workplace.
Rogers (1982) conducted a job satisfaction study that included 58 technologists. Thirty
one percent reported high stress. Rogers (1982) recommended some possible
interventions to alleviate burnout as further education to gain professional advancement,
counseling others towards further education to prevent the occurrence of burnout, making
adjustments such as splitting working hours, and changing jobs. Chemiss (1990)

44
conducted an interview for 25 professionals from healthcare settings (mental health,
poverty law, public health nursing, and high school teaching) during their first year of
practice and then studied them again 12 years later. Most of the subjects were burned out
at the end of the first year. He discovered the main natural recovery or prevention of
bUTI10ut are: new work situations that provide n10re autonon1Y, organizational support,
and interesting work. These changes accrued as a result of tU1110Ver or pron10tion. There
was a shortage of trained consultants and committed administrators who could make
changes. Veninga and Spradley (1981) elnphasized the Inain strategies for coping with
burnout can be classified as personal and organizational strategies. The personal
strategies are: taking control of job burnout (understand the nature of burnout, raising
consciousness of work stress, listening to the body, taking control of stress perceptions,
and lowering expectations), improving stress safety valves, and avoiding burnout blind
alleys (ostrich response, scapegoat reaction, workaholic trap, and the guilt trip). The
organizational strategies focused on the structure and the content of the job. There are
five coping styles with job burnout. Most workers adopt one or more of these patterns.
These styles are: loyalty servant (passive compliance), angry prisoner (passive
resistance), stress fugitive (coping by running from work stress to new one), job reformer,
and stress managers. The most important elements of stress management are to have:
stress-management objective clear, develop a detached view of job, analyze the hidden
structure of the job, take stress inventory, and use influences to redesign jobs.

Personal and Individual Behavior
Stevens (1995) suggested some burnout recovery techniques: learn and adopt
tension-dumping routines from stress experts, develop a plan for change, set an objective
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for behavioral change and implement it, evaluate outcomes of these new actions, and
review career and life management activities, personal values, and direction. Pines and
Aronson (1988) asserted that employees can cope with their burnout by: changing one

job but staying in the same profession or organization, changing career (wrong career),
and clinlbing up the adnlinistrative ladder as a way of escaping a job in which they are
bUTIled out (quitting upward). However, S0111e e111ployees never take action and are totally
burned out. Dyar, Hopson and Hopson (2001) recolnmended sleep as the greatest stress
buster. They describe some sleeping tips like: do not eat many proteins before bedtinle,
sleep in a very dark room, and create white noise.
Cherniss (1980) stated that burnout is an opportunity to create changes; these
changes are not always negative. For example, tempering one's involvement in work with
outside commitments is often a sound approach rather than remaining totally absorbed in
the job. Changes that relate to thought and behavior on the job are: increasing
discouragement, pessin1isn1, and fatalisll1 about one's \-vork, decline in nlotivation, effort,
and involvement in work; apathy; negativism, anger with clients and colleagues, blaming
clients, resistance to change, and lost creativity. Chemiss (1980) asserted that losing
idealism and commitment in response. to stressful working conditions can occur any time
in the professional career. The initial period (first year) of a career, if immediately
following professional training and certification, presents the greatest possibility of
change in attitude and behavior.
Farber (2000) found the clinical work with such individuals typically includes four
aspects, each of which usually requires a combination of psychodynamic and cognitive..
behavioral perspectives:
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I-Getting the individual to adjust his or her expectations of what work can and can
not provide in terms of meaning and fulfillment.
2-Getting the individual to focus on the positive aspects of work, and not just
oppressive parts.
3-Getting the individual to build a strong support network to n1ediate the inevitable
stressors of work.
4-Working with individuals to take better care of themselves and others in domains
outside of work.

Spirituality and Religious strategies
Brock and Grady (2000) elnphasized the spiritual dilnension as encolnpassing the
values and beliefs that inspire and provide direction. Spiritual renewal should be part of
staff development programs. Renewal may take a fonn of prayer, meditation, and
reading, listening to lllusic, or enjoying the beauty of nature. Delnaray (1983) elnphasized
how connection with god and genuine spirituality can heal bll1110Ut. Also, Den1aray
(1983) emphasized hUlTIor, therapy of creativity, god's gift of self-esteem, managing
time, family support, and physical fitness to prevent and cure burnout.
Field and Career Related to Burnout

There are many fields that appear to hold more potential for burnout than others:
educational settings, human services or resources (e.g. governmental or private
organizations), and healthcare. The following are studies addressing such fields in the
literature. Cedoline (1982) stated the main fields where burnout is a paramount concern
are two arenas: helping professions and public employees. Donnan and Shapiro (2004)
provided experience of real workers and research on burnout in professionals who work
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with abused children. They stated, however, that the effects of burnout can reach clients
and other human services fields. Welch, Medeiros and Tate (1983) differentiated the
symptoms and cures of burnout specific to professions. They classified some professions
to groups: scholar burnout (teachers & students), arbiters burnout (atton1eys & police
officers), healers bUD10ut (nurses, physicians, and dentists), saviors bU1110ut (clergy &
counselors), 111anagers bun10ut (executives & secretaries), and n1essengers burnout
Uournalists). Lewis (2002) stated burnout has long been addressed in arenas of medicine,
research, psychology, and occupational health with different terms: job stress, work
stress, and job burnout.

Training and Development
Donnan and Shapiro (2004) stated that the lTIOre training seSSIons workers
attended and the more articles or books they read, the happier they were with their jobs.
Accordingly,

they recommended

creating

opportunities

for

learning

and

skill

development. For exan1ple, they suggested setting up a lunch discussion group to talk

about a case study or article. Such an opportunity develops a nann where staff feels
comfortable batting around ideas, entertaining different approaches to cases and
discussing approaches used in other settings. They suggested training for cases can take
place in their organizations with well prepared guidance from training staff. Training
staff at training centers can be a key to train the employees how they can help their
organizations to prevent or cope with burnout among employees. Paine (1980) suggested,
in order to control burnout, there is a need to strengthen individuals through workshops,
development of individual stress management skills, and focused, short-term counseling.
Schaufeli, Maslach and Marek (1993) emphasized the importance of having professional
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training in order to reduce or prevent burnout. They pointed to the importance of having a
study that investigates the relation between burnout and training. They suggested
evaluating how training programs designed to increase professionals' skills in dealing
with organizational problelTIS can reduce burnout. Weiss (1988) asserted that the
supervisors or managers in any organization should realize the need to train their staff.
There are SOine signs that tell when the staff needs training. An10ng then1 are high
turnover, absenteeism, and reduced pride in the job.
Training and Burnout

According to FurnhalTI (1996), one of the lnost COITIlnOn reasons that Inake any
training program fail in terms of effectiveness is the lack of appropriate training duration.
Shennan and Chruden (1980) stated that on-the-job training is the most comiTIonly used
method in training employees. It has the advantage of providing experience under nOm1al
working conditions. Pines and Aronson (1988) asserted the best way to avoid overload is
by getting to know the organization and acquiring skills. Adequate training for en1ployees
is necessary to reduce overload. Effective training programs and supportive supervision
are two methods for skill acquisition and improvement that reduce overload and,
ultimately, burnout. They asserted the importance for an organization to provide
opportunities for expansion of learning and awareness by continuing education,
conventions, or in-service classes. Employees should use available resources for growth
at work that can affect their level of burnout. Also, they asserted the need for continuing
education on-the-job (e.g. conferences, workshops). Such education provides employees
with opportunities to get away from their work, examine their work pressure, clarify their
goals, and consider coping strategies to reduce their burnout from work. Paine (1980)
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emphasized that organizations should establish internal or external burnout training
programs in order to control the quantity and quality of burnout. This training program
should be considered as an investment in human resources. Before establishing training
programs, the organizations should consider the following: needs assessn1ent, purpose,
workshop design, and evaluation of training.
Welch, Medeiros and Tate (1983) addressed lack of professional training as one of
the main causes for burning out in lTIOSt careers. Cedoline (1982) emphasized the
importance of having training strategies to overcome or prevent burnout. The training
program can be general or specialized programs, ongoing and in-service, to n1eet the new
changes in job demands. Schaufeli and EnZlnann (1998) stated there is a need in general
to establish effective burnout workshops to prevent and con1bat burnout. For example, the
workshop can consist of eight steps: introducing oneself, breaking the ice, selfassessn1ent, awareness of the causes of burnout, awareness of coping techniques, coping
skills training, awareness of social support, and planning for the future. Schaufeli and
Enzmann (1998) found burnout SYlTIptOlTIS decreased significantly after one n10nth of a
three day workshop for community nurses. The workshop included relaxation training,
didactic stress management, interpersonal skills training, and enhancement of realistic
professional role expectations.
Paine (1980) emphasized there is a need to understand the attitudinal changes that
occur in professional training and the techniques used for coping with burnout during
training. Paine (1980) suggested training strategy should be adopted at an early time
before participants are involved in their work. Training programs for preventing burnout
should be part of the curriculum in professional schools. An interview was conducted
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with fifteen schools that train professionals in graduate programs (business, education,
medicine, nursing, and social work). All respondents believed burnout can occur in their
particular professional careers.
In conclusion, there are many concepts and aspects of bunl0ut and training that been
described and discussed in the literature. The literature review provided sufficient
understanding of the association between bU1110Ut and training. The literature encouraged
the researcher to conduct the study because of finding little research has examined
professional in-service training as it relates to bUTI10ut. The next chapter of the research
will discuss the research methodology in detail.
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Methodology

This study was designed in general to investigate the phenomenon of burnout
within the context of an employee training program in Saudi Arabia. The results of this
study will not only contribute to an understanding of the effect that training has on
burnout but may also specifically help Saudi governmental agencies to prevent, reduce or
cope with the occurrence of burnout among trainees at the IPA.

This research is

quantitative. The most appropriate quantitative method that has been used in pre-post
design is the Quasi-Experiment. This study design enabled the researcher to collect data
regarding burnout pre- and post-training intervention, thus providing conclusions about
the impact of training sessions on burnout levels.

Research Question

1) Is the burnout level among trainees after the professional in-service training
program significantly different from the burnout level before the professional
in-service training?
2) Is there a significant relationship between the level of burnout and
organizational, personal or demographic variables (age, years in organization,
years in department, changing organization, changing job, promotion, and
retirement) ?
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3) Is there a significant relationship between the level of burnout and the training
variables (training programs, trainers, implementation frequency of the
training program, and length of the training session)?

Variables

Dependent variables: Post-training burnout
Independent variables: Pre-training burnout, personal, organizational, and
training variables.
Research Sample

The study examined the impact of the IP A training on trainees' burnout.
The total trainee

samp~e

size in pre-and post-test was 988. Participants had the

following broad demographic characteristics: male, Muslim, Saudi, governmental
employees, and age 20+. The sample was a convenience sample since the
researcher selected for investigation the participants in several specific training
sessions conducted by the same or different trainers. In this way, the study
planned to have a sample of pre-post trainees that provided sensitivity to measure
the actual outcomes of interest in the study.
After selecting the sample, the participants' survey responses were coded
in order to protect confidentiality and limit bias in compiling and analyzing data.
Data Collection Procedures:

The collection and the procedures of data are categorized as: preparation
processes and processes to administer the survey:
Preparation Processes

Before the data was collected, the following documents were obtained:
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•

Approval of the IRB at the Medical University of South Carolina (See appendix
A).

•

Approval of the IRB at the Institute of Public Administration for protection of
human subjects (see appendix G)

•

Getting permission from the holder of the copyright for the MBI instrull1ent for
HUlnan Services Survey with at least 150 copies (See appendix B).

•

Attaching cover letter with each questionnaire package in Arabic and English
languages (See appendix C).

Process to Administer the Survey

To administer the survey, the processes were divided into three parts: pre-test,
training session, and post-test processes. The investigator followed the following
procedures:

Pre-test

At the beginning of each training session, the researcher introduced
himself to both trainer and trainees verbally and described the goal of the
study. Also, the researcher emphasized the importance of their cooperation
in filling the pre and post questionnaires, offering any help or assistance if
requested. The participants were given the questionnaire packet. The
researcher then notified and explained for the participants the contents
(sections) of the questionnaire packet by focusing on the cover letter that
explains the nature of the study, a consent to act as a subject in the study,
and questionnaires with a set of instructions for completion. Also, the
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researcher assured the participants that their responses would be
confidential during and after the study. After being prompted either to
consent or decline participation, the participants were asked to complete
the pre-test survey before the training session began. The researcher
distributed and collected the pre-test questionnaires. At the end, the
researcher encouraged the participants to file the post-test questionnaire
packet. Also, the researcher emphasized the importance of filling out both
the pre-test and post-test questionnaires.
The intervention (training session)

The design of the intervention is a common one at the IPA. Training sessions last
from one to three days. The design of the training contents is highly connected to the
professional areas of the trainees. The training was in the format of lecture and
discussions. The training programs are mainly administrative training programs. These
programs are: public secretary, administrative coordination, occupational perfonnance
evaluation, dealing with the public, dealing with subordinates, dealing with work
pressure, dealing with supervisors, time management, administrative supervision,
improving administrative processes, and building work team skills. Some of these
programs are implemented more than one time. For this research, two groups of training
participants in the same training program were asked to participate.
Post-test

At the end of eac'h training session, the researcher thanked both
trainer and trainees verbally for their contributions to the research. Also,
the researcher reminded the participants of the importance of their

55
participation in the post-test survey. The participants were gIven the
questionnaire packet. After that, the researcher then notified and explained
for the participants the contents (sections) of the questionnaire packet by
focusing on the cover letter that explains the nature of the study, consent
to act as a subject in the study, questionnaires with a set of instructions for
con1pletion. Then, the participants were asked to con1plete the post-test
survey. After collecting the packets, the researcher reminded the
participants about his personal contact infonnation should they wish to
learn about the final results of the study.
Research Instrument

The instruments used in this study were two sets of questions. Using two sets of
questions helped the researcher to assess possible associations between the two sets. First,
there were some work-related and demographic questions (see appendix E) as part of the
instrun1ent packet that related to: age, duration in the department and organization,
organization and job change, promotion and retirement. The second set was the modified
MBI (See appendix F). This survey was adapted from a previous study by Mirvis,
Kilpatrick, Brower and Ingram (1992) in assessing burnout among participants at a
Veterans Affairs Medical Center. The survey consisted of 25 questions based on the
widely used burnout inventory developed by Maslach and Jackson (1981) as modified by
Golembiewski and Munzenrider (1988). The questions in the survey were quantified in
order to record the data in the domains of burnout. These domains are:

•

Depersonalization [DPJ, with high scores indicating "individuals who tend to
distance self from others, who see people as things or objects. II
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•

Emotional Exhaustion [EE], with high scores indicating "individuals who are
experiencing stressors approaching, or beyond, their comfortable limits."

•

Personal Accomplishment [PAl, with low scores characterizing "individuals
who believe they are doing well on a job that is worth doing."

According to Maslach and Jackson (1981a, p.1) the criteria of high burnout were
defined as follows: high scores on en10tional exhaustion and depersonalization subscales
and low scores on the personal accomplishnlent. An average level of burnout means
moderate scores on the three subscales. A low level of burnout means low scores on
emotional exhaustion and depersonalization subscales and high scores on the personal
accomplishment.
The modified instrument has been selected for use in this study because of its
reliability, validity, and ease of comparison to findings of other studies. The questions of
the instrument are relevant, reasonable and clear, thereby nlaking the content valid. The
instrument was translated fron1 the original version in English to Arabic. The translated
version of the Arabic instrument was used from a previous study in order to ensure that
the validity of the instrument was maintained (AI-Ebedah, 1995).
The scale used with this instrument for measuring the items of the instrument is a
Likert scale. The Likert scale is a seven point range (1-2-3-4-5-6-7): Very Much LIKE
Me, Somewhat LIKE Me, Sometimes, Somewhat UNLIKE Me, UNLIKE Me, and Very
Much UNLIKE Me. The reasons for selecting this scale were its speed, brevity and easy
translation to Arabic.
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Statistical Analysis
All statistical analysis was conducted with SPSS. The SPSS was selected as a tool
to collect, process and analyze data. In addition, SPSS was used to answer the research
questions in the discussion and the results sections of the study. In order to enter the data
manually into SPSS system, the data was classified into variables and cases. The cases
are 988 trainees. The values of variables were entered and coded. These variables are pre
and post-test, organizational, personal, training, and burnout items. The codes were pre
and post-tests (pre=1 & post=O).

The other variables were classified and coded as

follows:
A- Training characteristics: Training programs (coded 1-11), trainers (coded 1-21),
lIuplelnentation frequency (coded 1-5) of the training progralu, and length of the training
session (coded 0-1).
B-Personal and organizational characteristics: Age (coded 1-8), years in organization
(coded 1-5), years in departInent (coded 1-5), changing organization (coded 0-1),
changing job (coded 0-1), Promotion (coded 1-6), and retireluent (coded 1-4).
C- Burnout Variables: The 25 items of the survey were coded 1-7. Also, some subscales
were grouped as: Depersonalization (8 items of the burnout inventory, coded 1- 7),
Personal accomplishment (8 items of the burnout inventory, coded 1-7), and Emotional
Exhaustion (7 items of the burnout inventory, coded 1-7). Personal accomplishment (8
items of the burnout inventory, coded 1-7) was recoded to lack of personal
accomplishment to (1 =7, 2=6, 3=5, 4=4, 5=3, 6=2, and 7=1). Also, these domains of
burnout were grouped into 8 phases by applying the Phases of Burnout Model (see table
2). The three subscales of burnout were scored as low or high and then grouped to eight
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phases. Phase one is the lowest level of burnout for the three domains, and phase eight is
the highest level of burnout for each participant. After that, the eight phases were
collapsed to three levels: low (Phases: 1, 2, 3), moderate (Phases: 4 & 5) and high
(phases: 6, 7, 8).
Table (2) The phases of burnout lTIodel

onalization L
L
Personal
Accorn lishment
Emotional
L
Exhaustion

D

H

H
L

L
H

H
H

L
L

H
L

L
H

H

L

L

L

H

II

H

H

In conclusion, this research used a quantitative method to collect data regarding
burnout pre- and post-training intervention, thus providing conclusions about the impact
of training sessions on burnout level. The n1ethodology chapter described in detail the
following

elements:

study design, research

question,

variables, data collection

procedures, research instrument, and the statistical analysis. The next chapter will discuss
in detail the results and discussions section.

'.
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Results and Discussions
This chapter included results and discussions of the project. The results section
includes descriptive statistics, and answers for the n1ain research questions. The
discussion section includes interpretation of the results and findings.

Results

In total, 1065 surveys in the pre- and post-test were distributed with 1061 replies

received; of these, 988 were completed in the pre- and post-test. The results section
consists of three main findings. The .first two sections of the results are a description of
the training, trainee and organizational characteristics. Then, the main results of assessing
the burnout (domains and Phases) in pre- and post-tests are reported. Finally,
comparisons of burnout to the training and organizational characteristics are reported.
The training characteristics included for analysis are pre- and post-test, training
programs, implementation frequency, and length of training session. The number of
trainees in pre-test was greater than in post-test, with 505 in the pre-test and 483 in the
post-test. The main reasons for this difference in the number of respondents are absences
or tardiness on the last day of training when the post-test was administered. Figure 1
shows the frequency of different types of training programs that were implemented. Of
the total training sessions reported, 221 were two-day sessions, and 767 lasted for three
days.
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Figure (1) The implemented training Programs.
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Descriptive Statistics

The personal and organizational characteristics included in the survey were age,
organizational tenure, departmental tenure, changing organization, changing job,
promotion, and retirement. The largest age group included in the sample was 32-37 years
of age. Figure (2) shows the frequency of age among the participants. The trainees were
asked to state the total number of years that they had worked in their organizations, 161
stayed in their organizations for 20+ years. Also, the trainees were asked to state the total
number of years they had worked in their departments, with 306 reporting that they had
stayed in their department for one to five years.
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Figure (2) The distribution of age among trainees in the pre- and post-test.
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In reply to the question on the possibility of their changing organizations within 6

months, we found that 67.20/0 said they had no plans to change organizations and 32.50/0
indicated that they were planning to change. Also, the trainees were asked to assess their
potential to change their job descriptions within the next 6 months. The results were
58.7% said they had no plans to change job descriptions and 40.9% indicated that they
were planning to change.
The trainees were asked to report their promotion history within the last 10 years.
The promotion history was reported regardless to how many times the trainees had been
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promoted within the last 10 years. 108 reported that they had never been promoted and
186 reported that they had been promoted in the last one to two years. In the last three to
four years, 148 were promoted. Only 10 trainees were promoted in the last ten years.
When asked to report their retirement date, 394 of the trainees anticipated retiring in ten
years or more from their organizations (see figure 3).
Figure (3) Anticipating retirement date

1 -2 years
3 - 5 years

D 6- 10 years
10 years and more

Research Questions

The research questions In this study were tested by uSIng t-tests and linear
regression analysis. Simple correlation statistics were also calculated to study the
relationships among variables related to burnout. Ultimately, we were able to compare
the level of burnout at pre- and post-training, enabling us to determine the impact of
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training on burnout level. In order to answer the research questions, levels of burnout in
the pre- and post-tests are reported, followed by the relationships between the burnout
level in pre- and post training and personal and organizational characteristics.
A comparison was conducted to fill the gap in the literature by finding out if the
burnout level among trainees after the professional in-service-training program was
significantly different from the burnout level before the training. In order to answer this
question, we compared the three domains of burnout and burnout phases before and after
the training by calculating the means and computing the t-test (see table 3). We detected
no statistically significant differences between the pre- and post-test responses on these
domains, indicating that the burnout level among trainees was not significantly altered by
the professional in-service-training program. This finding contradicted the literature
about the importance of training in reducing or increasing the burnout level (Gryna, 2004;
Paine, 1980; Schaufeli, Maslach & Marek, 1993; Welch, Medeiros & Tate, 1983;
Cedoline, 1982; Schaufeli & Enzlnann, 1998).
Table (3) The pre and post comparisons of burnout levels conducted by using a paired ttest.

22.6501
22.6337
onalization
D
27.6729
27.5663
Emotional
Exhaustion
21 .0186
21.4356
Revised Personal
Acc
lishment
4.8157
4.9030
Burnout Phases
*=Statistically significant at the 5% level

.027

.979

.230

.818

-.713

.476

-.644

.519

In this study, Pearson correlation coefficients were used to quantify correlations

between the variables. Correlations >10.301 are reported as valuable data for further
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consideration. Many of these large correlations internally validate the survey. The results
of correlation analysis indicated that there are some potential relationships that need to be
considered in further investigations. Organizational tenure was not only correlated with
departmental tenure (r=0.353), but also with promotion (FO.513). Also, age was highly
correlated with both organizational tenure (r=0.755) and prolTIotion (r-0.468).
The positive correlation between age and organizational tenure was expected. In
this study, the age increased as organizational tenure increased, but it is unclear from a
simple correlation which one has more of an effect on the burnout level, so we will tum
to a linear

reg~ession

analysis to address this issue. Also, we found the perceived

potential for promotion is increased as organizational tenure is increased. The potentials
for changing job and organization within 6 lTIonths are highly correlated (0.587). Further
study can compare this relationship to burnout.
Finally, the correlations among burnout measures were identified. The study
reported relatively high correlations between en1otional exhaustion and depersonalization
(r=0.389). Also, we found a high correlation between burnout phases and emotional
exhaustion (r=0.672), and between depersonalization and burnout phases (r=0.465).
These correlations indicate that the domains most highly correlated with burnout phases
are depersonalization and emotional exhaustion. Although further study is needed in this
area, we speculate that the burnout phases are more highly correlated with
depersonalization and emotional exhaustion than with revised personal accomplishment.
Further study can explain this correlation by testing the contents of the items that
construct the burnout domains.
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A series of linear regression analyses were conducted to discover any relationship
between the burnout, pre- and post-, and the training and personal and organizational
variables. A linear regression model assumes that there is a linear, or "straight line,"
relationship between burnout and training and personal and organizational variables. This
relationship is described in the following formula:

Yi=bo+b 1Xi 1+ ... +bpxip+ei
Although, the training programs in the pre-test sample have different contents and
duration (two or three days), we found no significant relationships between burnout and
the training variables (length of training session and content of training programs). Based
on these results, we found a significant relationship between burnout and organizational
and personal variables. The results of the series of linear regressions predicting the level
of burnout (either revised personal accomplishment, depersonalization, emotional
exhaustion, or burnout phases) based on the full range of organizational and personal and
training variables included in the pre-test are listed in table 2. The significant
organizational variables are changing job, promotion, departmental tenure and age; these
variables can be categorized as coping variables.
Table 4 summarizes the results of the linear regression analysis of revised personal
accomplishment in the pre-test. The adjusted R-squared value was 0.018, which indicates
that the model does not do a very good job of predicting revised personal
accomplishment and that many important variables are likely omitted.

The only

significant organizational variable was changing job. Changing job was positively
associated with revised personal accomplishment (p=. 047). The decision to change a job
can be made by trainees to cope with burnout as result of diminished job satisfaction.
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Table (4) The results of a linear regression analysis of revised personal accomplishment
as a function of organizational variables in the pre-test (Adjusted R-squared=O.O 18).

Organizational Standardized
Coefficients
Variables
(Beta)
Age

T-Test

p-

value

-.102

-1.428

.154

Organizational
Tenure

-.004

-.060

.952

Departmental
Tenure

-.012

-.254

.800

Changing
Organization

.055

1.012

.312

.108

1.992

.047*

.006

.106

.916

-.050

-.999

.318

Changing Job
Promotion
Retirement

*=Statistically significant at the 5% level
The results of linear regression analysis of depersonalization are listed in table 5.
The adjusted-R squared value was again extremely low at 0.01, indicating that many
factors predictive of depersonalization were excluded from the regression. Departmental
tenure was significantly and positively associated with depersonalization (p=. 023).
Departmental tenure can be categorized as a cause for burnout.
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Table (5) The results of a linear regression analysis of depersonalization in the pre-test
(Adjusted-R squared = 0.01).
Organizational
and Personal
Variables
Age

Standardized
Coefficients
(Beta)

T-Test

p-

value

-.066

-.925

.355

Organizational
Tenure

.069

.966

.335

Departmental
Tenure

.110

2.288

.023*

Changing
Organization

.004

.066

.947

.084

1.541

.124

-.057

-1.092

.275

-.004

-.079

.937

Changing Job
Promotion
Retirement

*=Statistically significant at the 5% level
The results supported there was a relationship between burnout phases and
organizational and personal variables (see table 6). The

adjusted R-squared was .033,

which indicates that this model does better job in predicting burnout phases than the
previous models. Age was negatively associated with burnout phases (p=. 037). Young
trainees were suffering from burnout more than the older trainees. Departmental tenure
was also significantly and positively associated with burnout phases (p=. 002).
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Table (6) The results of a linear regression analysis of burnout phases in the pre-test
(Adjusted-R squared = 0.033).
Organizational Standardized
Coefficients
and Personal
(Beta)
Variables
Age

T-Test

pvalue

-.148

-2.091

.037*

Organizational
Tenure

.028

.396

.692

Departmental
Tenure

.151

3.162

.002**

Changing
Organization

.049

.909

.364

.075

1.387

.166

-.052

-1.003

.317

-.042

-.835

.404

Changing Job
Promotion
Retirement

*=Statistically significant at the 5% level
**=Statistically significant at the 1% level

A linear regression of emotional exhaustion was conducted. The summary of this
regression reported the adjusted R-squared was .044. The R-squared in this model is the
largest among all regressions in the pre-test, which indicates that this model does the best
job of predicting emotional exhaustion. Table 7 asserted the positive and negative
relation between emotional exhaustion and two organizational variables. Departmental
tenure was significantly and positively associated with emotional exhaustion (p=. 000).
Promotion was also associated negatively with emotional exhaustion among trainees (p=
.004).
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Table (7) The results of a linear regression analysis of emotional exhaustion in the pretest (Adjusted R-squared=O.044).

Organizational Standardized
Coefficients
and Personal
(Beta)
Variables
Age
-.073

T-Test

pvalue

-1 .041

.298

Organizational
Tenure

.070

.996

.320

Departmental
Tenure

.170

3.598

.000**

Changing
Organizati on

.088

1.655

.099

.040

.745

.456

-.147

-2.865

.004**

-.060

-1.201

.230

Changing Job
Promotion
Retirement

**=Statistically significant at the 1% level

In the post-test, a number of significant associations between burnout and the

organizational, personal, and training variables were identified and calculated by using
series of linear regression analysis. Again, there were no significant relationships found
between the training variables (length of training session, and the content of training
programs) and level of burnout. Table 8 summarizes the significant results of the linear
regression analysis of emotional exhaustion in the post-test. The adjusted R-squared was
.046. This Model predicting the largest value of the adjusted R-squared of emotional
exhaustion 'in the post-test. The adjusted R-Squared (.046) in this model is very close to
the adjusted R-squared (.044) in the Pre-test. As would be expected, changing
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organizations was significantly and positively associated with emotional exhaustion (p=
.004), even after controlling for the other organizational variables.

Table (8) The results of a linear regression analysis of emotional exhaustion in the posttest (Adjusted-R squared = 0.046).

Organizational Standardized
Coefficients and Personal
(Beta)
Variables
Age

T-Test
~

":..4"

", ~

•• ~-.

-:

\'

p" 'value!

-.097

-1.275

.203

Organizational
Tenure

.131

1.729

.085

Departmental
Tenure

.042

.872

.383

Changing
Organization

.168

2.927

.004**

.078

1.361

.174

-.019

-.349

.727

.013

.258

.796

Changing Job
Promotion
Retirement

**=Statistically significant at the 1% level
The

final

linear

regressIon

was

conducted

on

depersonalization.

Depersonalization was associated significantly with organizational tenure and age (see
table 9). The adjusted R-squared was .035. Organizational tenure was positively
associated with depersonalization (p= .036) and negatively associated with age (p= .022).
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Table (9) The results of a linear regression analysis of depersonalization in the post-test
(Adjusted-R squared = 0.035).
Organizational Standardized
Coefficients
and Personal
(Beta)
Variables
Age

T-Test

pvalue

-.175

-2.293

.022*

Organiza tional
Tenure

.160

2.099

.036*

Departmental
Tenure

.078

1.605

.109

Changing
Organization

.098

1.702

.089

.084

1.447

.148

-.021

-.396

.693

.029

.569

.570

Changing Job
Promotion
Retirement

*=Statistically significant at the 5% level

In conclusion, the main findings of the result section included descriptive analysis
and answers for the main research questions. T -test and linear regression were used to .
support the results. The main results of this study supported that the burnout level among
trainees was not significantly altered or improved by the professional in-service-training
program. Also, the results supported that there was no significant relationships between
the burnout and the training variables in pre- and post-test. Finally, the results supported
that there was a significant relationship between burnout and some organizational and
personal variables in pre- and post- test (changing job and organization, organizational
and departmental tenure, promotion, and age). These results will be interpreted in detail
under the discussion section.
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Discussions

The main purpose of this study is to assess the impact of in-service training on
trainees' burnout. The content of this section includes interpretation of the results and
findings. These interpretations will be supported by rational explanations and literature.
Previous studies asserted that there is a relation between training and burnout.
Schaufeli, Maslach and Marek (1993) emphasized the importance of having professional
training in order to reduce or prevent burnout. They pointed to the importance of having a
study that investigates the relation between burnout and training. Dorman and Shapiro
(2004) emphasized there is a correlation between training and burnout. Aronson (1988)
recommended training as an organizational coping strategy for burnout. Gryna (2004)
emphasized that inadequate training is an important cause for work overload that leads to
burnout.
The results of this study suggest that the burnout level among trainees after the
professional in-service training program was not significantly different from the burnout
level before the professional in-service training. It is possible that the duration of training
sessions was too short (2 to 3 days) to recognize any significant effect of the training on
the burnout levels. According to Furnham (1996), one of the most common reasons that a
training program fails in terms of effectiveness is the lack of appropriate training
duration. Callahan, Kiker, and Cross (2003) found there is a statistically significant
association between lectures, modeling and active participation and observed training
performance. Paine (1980) identified five problems associated with professional training
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programs: they intend to create unrealistic expectations, they are not practical, they are
not relevant, they do not focus on interpersonal skills, they do not provide adequate
knowledge of the nature of bureaucratic organizations and how to function effectively
within those constraints, and do not train professionals how to cope with uncertainty,
change, conflict, stress and burnout. There n1ay also be son1e external organizational
factors that n1ay conh-ibute to the observed lack of effect of training, such as
socioeconomic ones. Kilfedder, Power and Wells (2001) reported that the lack of social
support was associated with higher levels of emotional exhaustion and depersonalization.
This study involved different training programs with different content and
duration of 2 to 3 days. According to the results, there were no significant differences
among these programs between pre and post assessment. For example, we found no
significant difference between self-reported ability to deal with work pressure before and
after the training progran1 that was designed to release work pressure. It is possible that
the majority of the trainees who attended this program did not experience any work
pressure before training. However, we did not have an objective method to evaluate the
level of work pressure for the applicants by the IPA before they attended this program.
Prasad (2002) stated that it is important for any organization to estimate and assess
individual and corporate training needs. Some trainees may have attended this training
program not because they needed it but to collect credits for promotion. Also, the content
of this training program may not have been relevant or appropriate. Paine (1980)
identified five problems associated with professional training programs: they tend to
create unrealistic expectations, they are not practical, they are not relevant, they do not
focus on interpersonal skills, they do not provide adequate knowledge of the nature of
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bureaucratic organizations and how to function effectively within those constraints, and
they do not train professionals how to cope with uncertainty, change, conflict, stress and
burnout. The IPA should conduct a general review to measure the effectiveness of the
conducted training programs and identify the constraints. I believe the most important
elements that n1ake the conducted training progran1s n10re effective are identifying and
n1atching the needs of the applicants with the training progran1s, ensuring the relevancy
of training programs and trainees, choosing appropriate duration and content of the
training programs in a subjective way.
In general, the literature has supported a relationship between some organizational
variables and burnout. In studying intra-organizational causes, Kilpatrick (1989) reported
that 19 other studies found a relation between organizational environmental variables and
burnout. In this study, the results of the linear regressions supported there were
significant positive and negative associations bet\veen burnout and SaIne personal and
organizational variables.

The positive associations were between burnout and the following variables:
changing job and organization, departmental and organizational tenure. The positive
associated variables with burnout can be grouped to: changing within next 6 months
group (either job or organization) and tenure group (either department or organization).
In the pre-test, there were positive associations between changing job and revised
personal accomplishment (p=: 047). Also, changing organization was positively
associated with emotional exhaustion in the post-test (p= .004). The burnout level
increased when the potential of changing both job and organization increased. Lee and
Ashforth (1993) conducted a longitudinal study of 148 human services, supervisors, and
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managers and found a significant positive association between burnout and intentions to
leave ajob. In the pre-test, 247 trainees of 505 (48.9 %) were at a high level of burnout.
The number of trainees who were at a transitional stage to burnout was 138 (27.3%). In
the post-test, 256 (53.0%) of the trainees expressed a high level of burnout and 100
(20.7%) reported transitional or lTIoderate levels. Having a high nun1ber of trainees
willing to change their jobs and organizations can be a result of high levels of burnout.
Job insecurity (Cedoline, 1982; Jorde, 1982), work environment and characteristics
(VaUen, 1993), and competition can cause burnout, ultimately leading to changing jobs
and organizations. Gryna (2004) asserted that the cOlnpetition alnong organizations could
cause burnout. The trainees may feel this competition as force for change and should look
for better opportunities in the market.

The trainees looking to change their organizations and position for security
reasons may be driven by burnout. Stone, Larson, and Wilson (1993) asserted the
relationship between the potential of changing jobs and job insecurity has become a
major challenge to the employees because of unstable economic environment. When
employees experience burnout with their organizations, they might think that their jobs
are not secure in the future. Stone, Larson, and Wilson (1993) stated different factors that
can force employees to focus on the security of their jobs: losing job, cutting budgets, and
limited job opportunities. Also, they concluded that the insecurity in jobs can be
expressed in withdrawing from the job and organization and thinking about change.
The conclusion that we can reacn from having a high number of trainees willing
to change their job and organization is they are less satisfied about their jobs and
organizations and suffering burnout. Changing jobs or organizations is a choice that was
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selected by most trainees to cope with burnout. Changing jobs or organizations can be a
solution to be away from organizations and jobs with burnout (Pines & Aronson, 1988).
Harrison (1999) recolnmended to elnployees not to leave their jobs and organizations
because of burnout because leaving will not help to cope with burnout. If the employees
leave their jobs and organizations because of bUD1out, the burnout will continue with
theln in the new jobs and organizations. RalTison ,( 1999) recolnlnended that the
employees should start analyzing their jobs to discover where the burnout is coming
from. If the trainees will implen1ent their plan to change their organizations and jobs, the
govermnental organization will lose them in 6 Inonths. Harrison (1999) provided the
example of Xerox Corporation with the cost of turnover. The Xerox Corporation
estimated that it costs approxitnately $ 1-1.5 million to replace top executives and $2000
to $13000 to replace each typical elnployee. The study encourages the governmental
organizations to make changes that make their employees highly satisfied and less likely
to burnout. These changes should ensure job security, a healthy work environn1ent and
characteristics, thus making other organizations in the market less attractive to their
employees.
The departmental tenure was significantly and positively associated in the pre-test
with depersonalization (p==. 023), burnout phases (p==. 002), and with emotional
exhaustion (p==. 000). Also, organizational tenure was significant and positive with
depersonalization in the post-test (p= .036). The literature supports our finding of the
important and positive link between the length of time in a particular position and
burnout (Savicki, 2002; Shirom & Mazeh, 1988; Cedoline, 1982).

We found that the

burnout level increased as the organizational and departmental tenure increased.
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Governmental organizations could adopt rotating positions within both departments and
organizations to prevent or cope with burnout. Shapard and Brewer (2004) asserted not
only the years of experiences are associated with burnout, but also age. Age in this study
associated with burnout negatively.
In this study, the negative associations were observed in two variables with
bUTI1out. Both age and pr01110tion were negatively associated with bUTI10ut. The only
personal variable recorded as having a negative relationship with burnout was age. In the
literature, Kilpatrick (1989) found 64 studies that discussed the relationship between age
and burnout. In our study, age was negatively associated with burnout in the pre- and
post-test. Age was associated with depersonalization in the post-test (p= .022), and with
burnout phases in the pre-test (p=. 037). The study supported that burnout decreased
when the age increased. Therefore, the burnout in this study increased among younger
trainees more than older. Based on the findings of this study, 130 of 502 trainees (25.8

0/0) between the ages of 32 and 37 were found with high level of burnout and 65 of 238
(27.3%) with average burnout. The oldest trainees between the ages of 56 and 61 were
only two of 502 (0.39 %) at a high level of bumout. These results are supported from the
literature. Age has been associated with burnout because of inadequate skills and lack of
experience. Younger employees are more likely to be so exposed than old (Koeske &
Kirk 1995; Rowe, 2000). Glicken (1983) stated young workers are much more likely to
feel burnout than older workers. Shapard and Brewer (2004) also asserted the negative
relationship between age and burnout (specifically with emotional exhaustion).

The

study recommended to the governmental organizations to establish burnout or stress
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center that can take the responsibilities and the authorities from their organizations to
survey, train the employees to prevent and cope from burnout.
Promotion was negatively associated with en10tional exhaustion (p=. 000) in the
pre-test. Arches (1989) elnphasized that burnout is related to promotion. In this study,
108 reported that they had never been prollloted. The bU1110ut decreased as the pro1110tion

increased. The f01111 of the pron10tion was unspecified in the survey. The 1110st often cited
cause for burnout that is related to promotion is insufficient rewards (Maslach & Leiter,
1997; Skovholt, 2001; Maslach & Leiter, 2000) and recognition (Rogers, 1982). The
majority of trainees believe that the only way to get pron10ted is to have training. This
belief is not always right. There are other ways can the employees get pro1l10ted. The
misunderstanding of the main goal of in service training in the civilian services occurred
as result of not having complete interpretation of the promotion policy. The employees
Inay understand the promotion policies, but they look for a short way to get prolnoted.
According to the Ministry of Civilian Service policy, the govemlnental employees should
collect number of training credits in order for them to get promoted as one way. The
Ministry of Civilian Service sets a list of requirements (10/1) for governmental
employees to be eligible for promotion. The following are some requirements that relate
to training: the availability for vacancy job, the new job should be directly next to the
current job, the employee must spend total of 4 years in the current position. With full
respect to the last requirement, there is an exception related to training: the employee will
be eligible for promotion if hel she completed two years in the current position and
successfully passed one year of training (Ghabani, 1983). The Ministry of Civilian
Service and the governmental organizations should consider reviewing the promotion
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policy and methods in order to avoid the negative relationship between burnout and
promotion.

I believe the Ministry of Civilian Service should emphasize among

employees in their organizations that the training is not only the way to get pron10ted.
The ministry should send the message to the governmental organizations to focus on
n1atching the productivity and perfoll11ance of the govell1111ental en1ployees with
pron10tion instead of focusing only on training credits. The trainees "vho are less satisfied
with the promotion system in their organization will be unsatisfied about their job and
organization. Moore (2000) elnphasized that lack of promotion (e.g. rewards)

IS

a

prln1ary cause of en1ployee dissatisfaction with their jobs and organizations. The
dissatisfaction can lead the employees to suffer from work exhaustion, then burnout.
Angerer (2003) concurred in concluding that a lack of sufficient rewards and promotion
can cause dissatisfaction and ultimately burnout.
In conclusion, the main findings of the discussion section included interpretations
that are supported by rational explanations and literature. The study suggested that the
lack of appropriate training and organizational characteristics were main causes for not
having significantly differences in burnout between pre- and post-training. Also, this
section concluded the positive (changing job and organization, departmental and
organizational tenure and negative associations (age and promotion) with burnout. The
next chapter is the last chapter in this study. This chapter provided a conclusion, and
recommendations based on the main findings that have been discussed in this section.
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Conclusion and Recon1n1endations
Based on the n1ain findings of this study, this chapter provides: conclusion,
recon1111endations, further study, and lin1itation of the study.
Conclusion

The main purpose of this study was to assess the impact of in-service training on
the trainees' burnout. This study conducted pre- and post- test assessnlents at the IPA by
using a MBI modified survey. The results suggested that the burnout levels among
trainees after the professional in-service training program were not significantly different
from the burnout level before the professional in-service training. Also, the results found
no significant relationship between the level of burnout and the training variables. At the
organizational level, the findings supported a relationship between burnout and
promotion, departmental and organizational tenure, age, and changing job and
organization. The study provided some valuable recommendations to both training and
governmental· organizations.

Recommendations

The findings of this study are particularly important regarding the associations
among training duration, relevancy of training programs, age, tenure, intention to change
jobs and burnout. The study suggests the following recommendations to be considered in
the workforce: the IPA and governmental organizations should review their structures,
procedures and policies:
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•

There is a need for adopting rotating employees as strategy
to increase productivity. For example, rotating employee
can decrease the positive association between depa11nlental
tenure and burnout.

•

The IPA needs to assess the new duration policy of the
training progran1s. The sh01i duration of the training
programs was adopted by the IP A recently. The two to
three days maybe too short to recognize any significant
effect of the training on the burnout levels.

•

The IP A should ensure that the training progranls are:
having realistic expectations, practical, relevant, focusing
on interpersonal skills, provide adequate knowledge
(Paine, 1980). Maybe the conducted training progralTIS did
not affect on trainee burnout level because they are not
relevant.

•

The IP A should ensure matching the needs of the
applicants with the training programs, ensuring the
relevancy of training programs and trainees, and content of
the training programs in a subjective way. For example,
the IPA did not have an objective method to evaluate the
level of burnout for the applicants who attended a specific
work pressure training course.
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•

Establishing preventive burnout training program or center
within governmental organizations. The main goal of this
center would be to collect data and provide the top
managen1ent

with

recon1nlendations

regarding

the

organizational variables that related to bunlout. For
example,

stratifying the enlployees based on their

promotion status (not promoted, promoted a long time,
ago, and promoted recently). Anonymously surveYIng
thenl on bunl0ut and satisfaction would provide top
managen1ent with solutions to prevent, treat, or cope with
burnout. This program can apply the same principles for
the other organizational variables (e.g. organizational and
departmental

tenure,

age,

changing

jobs

and

organizations) .
•

Watching the field and job market (competitors) needed to
update

the

organizations

with

current competitors.

Watching market will appraise the organizations about the
organizational variables that may lead the employees to
change their jobs and organizations and to find healthy
organization without causes for burnout (e.g. salary and
promotion system).
•

The Ministry of Civilian Service and the governmental
organizations should consider reviewing the promotion
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policy and methods in order to avoid the negative
relationship between burnout and promotion. I believe the
Ministry of Civilian Service s110uld en1phasize an10ng
enlployees in their organizations that the training is not
only tIle way to get pro1110ted. The lllinistry should send
the message to the governmental organizations to focus on
matching

the productivity and perfonnance

governmental

of the

employees with promotion instead of

focusing only on training credits.
•

The governmental organizations should focus on younger
employees as a target group for experiencing burnout.
Kilpatrick (1989) found 64 studies that discussed the
relatiol1ship between age and burnout. In our study, age
was negatively associated with burnout in the pre- and
post-test. The governmental organizations should retain
younger workers by making their employees highly satisfy
and less burnout.
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Further Study

There are further studies that can be implemented in training related to burnout
and work pressure. The most relevant studies that can be considered are: comparative
studies and new studies.
Comparing the results of this study with training programs that have longer
duration than three days (e.g. Weekes) or month(s)) would provide valuable
recommendations about the impact of training duration on the level of burnout. Since this
study had a homogenous sample (all participants have same characteristics of: religion,
race, sex, culture, nationality, governmental employees), the results can be compared to
different studies that have same design but applied to a different sample (e.g., western).
The results of this study can be an initial step to compare results of the impact of
administrative training on level of burnout with other studies that would investigate the
impact of technical training on the level of burnout. Also, studying the impact of inservice training programs on burnout level in the private sector can be compared to this
study of training and burnout within the public sector.
The results of this study should encourage research to discover more about
burnout and training. Although some studies in the literature supported that there were no
differences in gender in burnout, the Saudi training environment should conduct a
burnout study to support the literature because of cultural differences. For example, the
female training organization at the IPA is managed and operated by females. It will be
quite interesting to find out the level of burnout within the women's organization. An
assessment study of burnout level by surveying the best strategies to prevent or avoid
burnout can be conducted. The most interesting results can be generated from matching
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the burnout level with the suggested strategies to deal or cope with burnout. A pre and
post study design can be implemented with a training course dealing explicitly with
burnout. The main purpose of this type of study is to find out how the designed bumouttraining progran1 can contribute to the level of bun1out. Ultin1ately the results can be
compared with the findings of this study.
Our study was not intended to study or assess the impact of training on
organizational burnout. Reducing the numbers of employees as a result of training can
cause work overload for the other employees in the organizations and ultimately cause
burnout. This study focused directly on assessing the impact of in-service training on the
level of burnout among individual trainees. Further study can assess the indirect impact
of training on organizational burnout.
Limitations

In this study, the survey did not include the income of the trainees under the
personal and organizational items. Low pay is considered as a main cause for burnout
(Rousan, 1995; Jorde, 1982; Rogers, 1982). Further study can examine the relationship
between trainees' burnout and their economic status. Also, in this study, the history of
training for the trainees was not obtained. Some trainees may have attended more training
sessions than others, and this potential variable may have an impact on findings.
The results of this study are presented without regard to the quality of the trainers
in each training programs. Trainers' qualifications, personality, skills, and age may playa
very important role in decreasing or increasing the level of burnout for the trainees. The
results of this study cannot be generalized on different fields than administrative training
programs within governmental organizations. Although there are some studies in the
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literature supported that there are a few gender differences In burnout, this study
conducted only male trainees.
Conducting the study face to face could have affected some limited bias that
might have affected the responses of participants, although the researcher emphasized by
both verbal and written communication that the survey was designed for research only
and not for any kind of evaluation related to the training courses. There is a limited bias
that may have occurred when they completed the surveys. Some participants may have
filled out the survey not as they felt, but as they thought a superior might desire. At the
beginning of each training session, I introduced myself as a cun"ent enlployee at the IP A
and a researcher for my DHA degree. The limited bias may have occurred when the
trainees recognized that the researcher worked for the IFA.
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Institutional Review Board for Human Research (IRS)
Office of Research Integrity (ORI)
Medical University of South Carolina
165 Cannon Street Room 501
PO BOX 250857
Charleston, South Carolina 29425
Federal Wide Assurance #1888
APPROVAL:
This is to certify that the research proposal entitled:

HR# 16267

The Impact of In-service Training in the work pressure of the Institute of Public
Administration trainee
and submitted by: Maghrarn Mohammed A'-Amri, Master
DepClrtment: Health Adrninistratlon and Polley
Sponsor: Medical Unlver51ty of South Carolina
for consideration has been reviewed by the IRB and approved with respect to the study of human
subjects as adequately protecting the rights and welfare of the individuals Involved, employing
adequately methods of securing informed consent from these individuals and not Involving undue
risk In the light of potential benefits to be derived therefrom. No IRB member who has iii conflicting
interest was involved in the review or approval of this study, except to provide Information as
requested by the IRS.
Original Approval Date: 03/28/200&
Approval Expiration:
03/27/2007

Type: EXped~
Chai,man,1. .

~> £~

Patricia H. Arford, Ph.

., R.N.

Statement of Principal :Investigator-:
As previously signed and certified, I understand that spproval of this research Involving human
subjects is contingent upon my agreement:
1. To report to the lnstitutional Review Board for Human Research (lRS) any adverse events or
research related injuries which might occur in relation to the human research. I have read and
will comply with IRB reporting reqUirements for adverse events.
2. To submit in writing for prior IRS approval any alterotions to the plan of human research.
3. To submit timely continuing review reports of this research as requested by the IRB.
4. To maintain copies of all pertinent information related to the research actiVities in this project,
including copies of informed consent agreements obtained from illI participants.
5. To notify the IRB immediately upon the termination of this project, and/or the departure of the
principal investiglltor from this Institution and the project.
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Appendix (B)

February 2,2006
Professor Ann Osborne Kilpatrick
Medical University of South Carolina

Dear Ann - The basis for the modified version of the Maslach Burnout Inventory (MBI)
is a pennission given by Professor Christine Maslach to Professor Robert Golembiewski
and me back in the late 1970s to adapt the MBI for admini,stration in work organizations.
She originally 'Wrote the MBI for administration in human services organizations and
such settings. As a result, all of her referents in there were to "clients, " and caseworkers,
and the like. Our interest in adapting it was to change all the referents to for general
organization use, using words such as "customer," and "coworker." Generalizing the
instrument in this way seemed interesting to her so she gave us pennission to make the

changes. Her only wish was that we track of findings, patterns, etc. in our studies, which
we have done. To date, approximately three hundred administrations ofour modified
version of the MBl have been conducted in a variety of organizations and cultures,
including translations into other languages. Naif AI-Ebedah's Arabic translation is one
such. Across all these studies, the ~I scale and factor structures seems quite stable.
You have permission to let your student use the Arabic version of the modified MBI
developed by Naif AI-Ebediah to conduct a study at the Institute of Public Administration
in Saudi Arabia. Ifhe wants to change some of the Arabic translations of words that AIElebedah did, he is free to do so providing that you supervise the changes carefully.
Upon completion ofbis study, please have him send me a copy of his paper (in English)

to add to our files ... _._-,-_.-

B.~
est W' Sh.es

~,~~
F.~~der,

Robert
MAP Program
School of Public Affairs
Penn State Harrisburg
Middletown, P A 17057
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Appendix (C)

Cover letter

Dear Participant,
Thank you for reading this letter and survey. You are being asked to participate in
this study of burnout entitled "The Impact of In-service Training in the work pressure of
the Institute of Public Administration trainee ". This packet contains all infoTI11ation and
materials necessary should you decide to participate. Your participation in this study is
completely voluntary. All information collected for this research, including answers you
give to the surveys included in this packet, will be kept confidential.
This packet includes this cover letter, a consent fonn and two questionnaires, one
for completion before training and one to be con1pleted after the training is over. Please
read the instructions for the questionnaires before you start answering any questions.
Then, be sure to complete both pre and post test questionnaires before you return the
packet. It is important to answer all pre-post questionnaires carefully and accurately.
Please read the consent form, and, if you are willing to participate in this study,
sign and date the consent form and return it with the questionnaires. Once the data you
provide through the questionnaires is collected, all materials will be destroyed. Please
feel free to return the questionnaires directly to me. Please feel free to contact n1e if you
have any concerns, questions, or problems answering the questionnaires or are curious
about the study in general. Please feel free to contact: Maghram M. Al-amri at the
Institute of Public Administration (IPA): Telephone: 4768888 Fax: 4768888 or you can
email meat:maghram@yahoo.com.
Thank you for your cooperation,
Best regards,

Maghram M. Al-amri
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Questionnaire 1
Please circle your response for the following questions:
1- Please circle your approximate age:
A- 20-25
B- 26-31
C- 32-37
D- 38-43
E- 44-49
F- 50-55
G- 56-61
H- 61+
2- How long have you worked at your organization?
A- 1-5 years
B- 6-10 years
C-11-15 years
D- 16-19 years
E- 20+ years
3- How long have you worked in your department?
A- 1-5 years
B- 6-10 years
C-11-15 years
D- 16-19 years
E- 20+ years
4- Would you like to change your organization within 6 tTIonths?
A-yes
B- no
5- Would you like to change your job within 6 months?
A-yes
B- no
6- When was the last time you were promoted?
A- Never promoted
B- 1-2 years ago
C- 3-4 years ago
D- 5-6 years ago
E- 7-10 years ago
F- 10+ years
7- When will you be eligible for retirement?
A-1-2 year
B-3-4 years
C-5-6 years
D-7-10 years
E- 10+ years
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Appendix (E)

Questionnaire 2

Circle one number in the blank to the
right of each statement. Use low numbers
to describe statements which are unlike
you, and high numbers to describe
statements like you. 1 is very much
unlike me and 7 is very much like
me.

Sometimes

1. I feel elTIotionally drained from my work ................................................. l
2. I feel used up at the end of the workday ................................................... l
3. I feel similar to my co-workers in many ways .......................................... l

2

4. I feel personally involved with my co-workers' problems ........................ l

2

5. I feel fatigued when I get up in the morning and face another day
on the job ........................................................................................................ 1

2

3

6. I feel uncomfortable about the way I have treated SOlne co-workers ....... 1

2

3

7. I can easily understand how ITIy co-workers feel about things ................. 1

2

8. I feel I treat some co-workers as if they were impersonal objects ............ l

2

9. Working with people all day is really a strain for me ............................... l

2

10. I deal very effectively with the problems of my co-workers ................... 1

2

11. I feel burned out from my work ............................................................... l

2

12. I feel I'm positively influencing my co-workers' lives through my
work ............................................................................................................... 1
13. I've become more callous toward co-workers' lives through my
work ............................................................................................................... 1

2

14. I worry that this job is hardening me emotionally ................................... l

2

15. I feel very energetic ................................................................................. 1

2

16. I feel very frustrated by my job ................................................................ l

2 3

17. I feel I'm working too hard on my job ..................................................... 1

2

18. I don't really care what happens to some co-workers .............................. 1

2 3-

19. Working directly with people puts too much stress on me ...................... 1
20. I can easily create a relaxed atmosphere with my co-workers ................. l

2 3
2 3

21. I feel exhilarated after working closely with my co-workers .................. 1

2

22. I have accomplished many worthwhile things in this job ........................ l

2 3

3

3
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23. I feel like I'm at the end of my rope ......................................................... 1

2

3

4

5

6 7

24. In my work, I deal with emotional problems very calmly ....................... 1

2

3

4

5

6 7

25. I feel my co-workers blame me for some of their problems ................... .l

2

3

4

5

6 7

[Adapted from the Human Services Survey by Christina Maslach and Susan E. Jackson,
copyright 1981. Express pennission for this adaptation was provided by Consulting
Psychologists Press, Inc., 577 College Avenue, P.O. Box 11636, Palo Alto, CA 94306.
Further reproduction is prohibited without pennission.]

107
Arabic Version
.
"'J'.0.' " "\=-\1

\:- 'I :~UJ
'\=-'\~\
.)C\...t...Il...4J

)
)
)

)
)
)
)

)
)
L_ II . ~
.~. l"~
.~ '-:? ~
.J ~
~

l __

.~

o~..
...t:. ULtiJ. I...J.4
1 J~I _,

• (

)

.~ lJA tJLA.J'I~ ~i -, , (

)

J)l;..'(J.4 t.F.~..J ob
,- kk...J1
:. i ~.
"L ~=-j _'" (
.. t.s-....... ..)JJ

)
)

( L.j..JC L!..c.

:.. i _,

l_ ~ ..)JJJ..
=- ...) ~WI ~l:J\'
b\.i ~
:L_~ ~
_'I o~·L
..
(.)A..
.. y
u .~

~...

f (

)
)
)
)
)

108
)
)
)
)

)
)
)

109

Appendix (F)

Kingdom Of Saudi Arabia

No

Institute Of Public Administration

Date

To Who It May Concern

This letter is to notify you of the approval of the project titled "The Impact of Inservice Training in the work pressure of the Institute of Public Administration trainees"
by the IPA for the protection of human subject. The participants will have a minimal

harm and risk in conducting the processes. Mr. Maghram Al-amri is authorized to
conduct his project on the trainees at the IPA within three months starting on March 25,
2006. Please feel free to contact us if you have further question or concern.
Best regards,

Dr. Musaed A. F = V
~

Planning and Development Department Director

H......,.,., p. o. Box lOS

: RqodIJ

11141

w.... ""'"""

: J"'"

21141

Brae"

P. O. Box .5014
....... "."""" . . . . P.O. Box 1455

:,.....31141

Cable: Ipadmin
CIbIe : ll*lmbl
.QbIe: IpedaU

TIe: 4768888

401160

Fax: 4792136

Tel: 6314629

Telex { 404360

Fax: 6313442
Fu.:126H81

Tel; 8l683OO
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Appendix (G)

Kingdom Of Saudi Arabia

No

Institute Of PubUc Administration

Date

: ............8:·~··MAR.··Z006·········

To Whom It May Concern

Mr. Maghram AI-Amri is one of our employees at the Institute of Public
Administration. As part of our human resources development program, Mr. Al-Amri
has been awarded a full scholarship to gain his Doctorate degree in Health Care
Administration. The IPA will continue assisting and supporting Mr. AI-Amri to finish
his degree by allowing him to conduct his research at the IPA facility. In addition, Mr.
AI-Amri is welcomed to use the available resources at the IPA in order to achieve his
academic study. Please do not hesitate to contact us if you have any further concern or
question.

'"

Best Regards,

Dr. Musaed A~ .
Planning & Development Dept. Director

H ...... -IJ, P. O. Box. 20S

w.... ,.".",.. ...... P. O. Box 5014
.s-.,.,.,..... ...... P.O. BcD 1455

: JlI,)vIdII

11141

TIe: 4768888

otOll60

: J'-'"

21141

Tel: 6314629
Tel: I26tOOO

Tea { ...360

.:.0-

.31141

Fax: 4792136
Pax: 6313442
'fax: 8268881

